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Preface 


wrote this book for very personal reasons. When my son was 

five, he asked me one night at bedtime why he had a life. It took 

me several weeks at that time to tell him he should live his life to 
leave the world a better place than he had found it. That was a 
weighty thought for a five-year-old. But when he reached his late 
teens, the same question came up again, this time in the context of 
wondering whether to go to university, what to study, and what 
career to follow. I found myself giving him much the same answer, 
that whatever path he chose to follow, he should lead a life that 
makes a difference. As happens between parents and children, I 
found that my advice to my son made me call myself to account. Was 
I using my own life to best advantage? 


This self-questioning came at a low point in my life. For perhaps 
the past two years I had fallen into quite a deep depression about the 
conduct of some individual people and about the state of our Western 
culture in general. I had experienced some personal betrayals, been 
on the receiving end of some stupidity, thoughtlessness, or violence, 
or seen these things inflicted on others—members of my family, 
friends, people whose stories were told daily on the television news. 

At the same time, I became quite gloomy about the lack of deep 
values and “intelligent” thought in many sectors of our society. 
When I spoke at business conferences or gave in-house presenta- 
tions in the corporate world about features of human intelligence 
that might generate goodness, creativity, vision, and less stress, all 
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people wanted to know was how they could use this intelligence to 
make more money on Monday morning. This corporate attitude 
seemed to reflect the greed and materialism that dog our wider cul- 
ture. All too often, I felt, we wealthy Western people act from lower 
motivations like greed, anger, and self-assertion at the expense of 
our own quality of life. All in all, I felt we live much of our lives in a 
spiritual desert distinguished by superficiality, absence of commit- 
ment, and lack of deep meaning. I experienced this as a victim, help- 
less to do anything about it. 

Talking to my son about his future threw all this gloom into a new 
perspective. If I was advising him to use his life to make a difference, 
how could I justify letting myself feel so helpless to do so? I came out 
of my stultifying depression and began to think. I reread some books 
that had once inspired me, and came across this passage by Carl 
Jung, the distinguished analyst who took psychology beyond 
Freudian gloom. 


If things go wrong in the world, this is because something 
is wrong with the individual, because something is wrong 
with me. Therefore, if I am sensible, I shall put myself right 
first. . . . In the last analysis, the essential thing is the life 
of the individual. This alone makes history, here alone do 
the great transformations just take place, and the whole 
future, the whole history of the world, ultimately spring as 
a gigantic summation from these hidden sources in 
individuals. In our most private and most subjective lives 
we are not only the passive witnesses of our age, its 
sufferers, but also its makers. We make our own epoch.! 


“It is in our own most private and subjective lives that we make 
the epoch.” Those words inspired this book. They underpin its cen- 
tral theme, that if enough of us change ourselves, we can thereby 
change the world. I began the task on myself by putting aside my 
gloomy inactivity and its associated avoidance mechanisms and get- 
ting myself back into in a state to write. 

Human beings have a tremendous range of potential, from the 
very worst we can imagine to heights of sublimity. All too often, most 
of us slob around somewhere just below the mean point on this scale. 
We allow ourselves to be controlled by lower motivations like greed 
and anger; we hurt others and ourselves. Sometimes this is because 
we make bad choices in life, but most of us would seldom actively 
choose to do wrong or to hurt others. As Ogden Nash once wrote:2 


How could anybody corner wheat 
If he ever stopped to think that thereby he was making a lot of people 
unable to afford to eat. 
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The trouble is that most of us don’t think. We just avoid choice 
and let things unfold, content to go through our lives as sleepwalk- 
ers, or as bits of flotsam in the stream of events. In the course of 
this we allow a lot of harm to be done and leave a lot of good 
undone. We avert our glance when we see someone in trouble, we 
let others take the blame for things we have done, we don’t confront 
painful truths about ourselves, our motives, and our actions, or we 
exclude whole groups of people from the arena of our moral con- 
cern. Yet this avoidance of choice is a deeper denial of our human- 
ity than actively to choose the bad. Our humanity is defined by our 
ability to choose between right and wrong. Not to choose at all is to 
deny this essence. 

Writing this book has been a personal call to arms for me. It is 
written for individuals in all walks of our society who are willing to 
let their lives make a difference. The book was written during diffi- 
cult times for the world. It was sometimes hard to continue, but fam- 
ily and friends convinced me it is neither naive nor utopian to 
believe that our world could be a better place. It is we who must 
make it so. 

The book has been drawn from a fourfold knowledge base: 


e My personal life experience 

e Ideas from the “new science,” particularly quantum physics, 
chaos and complexity science 

e My ten years’ personal experience as a management educator 
and consultant 

e My general observations of the world, shared with colleagues 
and friends 
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Introduction 


Changing Ourselves to Change the World 


ecently, while visiting Nepal, I had a dream that bears on the 

theme and unfolding of this book. In the dream I was attend- 

ing a play with three acts, at a theater-in-the-round where the 
audience sit very close to the actors and feel part of the action. In 
Act One of the play, a group of Tibetan monks were chanting their 
prayers and performing the rituals of Tibetan Buddhism. The scene 
was very ordered, beautiful and peaceful and uplifting to watch. 
Everything was in its place. But then suddenly the wooden-beamed 
ceiling of the room began to collapse. Poles and plaster began to rain 
down on the monks and killed many of them. I ran from the stage in 
fear for my own life. 


In Act Two of the play, Tibetan monks were again performing rit- 
uals, but they were old men, bitter and cynical. They were just going 
through their ceremonies as a matter of habit and appearance, and 
they were behaving cruelly, even sadistically, to the younger novice 
monks who attended them. This act of the play had no life. Indeed it 
was filled with very negative energy and I wanted to flee the theater. 

In Act Three of the play, a group of very young novice monks 
were setting off on a journey. Some were walking, others riding yaks 
(long-haired, bull-like creatures). These monks were innocent, even 
naive. They were not certain of their goal, but they knew it was their 
destiny to travel and discover new rituals for their order. As in all 
the best dreams, they were riding off into a rising sun, filled with 
hope and a sense of adventure. 
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I found the dream an uncanny representation of how our own 
culture has unfolded. The peaceful monks of Act One, performing 
their healthy rituals, represented a more traditional time, with “God 
in his heaven and all right with the world.” It was a time of belief and 
values, a time when human beings knew where the goal posts were. 
The cynical monks of Act Two represented our modern era, domi- 
nated by capitalist materialism and bleak Newtonian mechanics. 
Theirs (ours) was a world of disillusion, bitterness, selfishness, and 
even perversion. It was (is) a world where people just go through the 
motions of once-meaningful things. No one was nourished. The 
young monks of Act Three, I would like to think, are where at least 
some of us are today, setting out on a journey to discover new, living 
rituals (practices, philosophies) that can take our race forward into 
a meaningful and sustainable future. 

I very much hope that a critical mass of individuals can identify 
with the young monks of Act Three, finding new and broader founda- 
tions for our capitalist ethos and our business culture that will use to 
the full their potential both as material-wealth-generating mechanisms 
and as fuller human activities. Perhaps a few will find inspiration in the 
pages that follow. 

It is the assumption of this book that our capitalist culture and 
the business practices that operate within it are in crisis. I describe 
global business as “a monster consuming itself.” This is because the 
underlying ethos and assumptions of capitalism, and many of the 
business practices that follow from them, are unsustainable. Capital- 
ism and business as we know them have no long-term future, and 
these limit the future of our culture at large. 

The central theme of this book is that a critical mass of individu- 
als acting from higher motivations can make a difference. Its purpose 
is to show how this critical mass of present and potential leaders 
can use their spiritual intelligence to create spiritual capital in their 
wider organizational cultures, thereby making those cultures more 
sustainable. The goal is a capitalism that is itself sustainable and a 
world in which sustainable capitalism can generate wealth that nour- 
ishes all our human needs. 

The key word here is wealth. My own definition of wealth is “that 
which we have access to that enhances the quality of life.” We often 
speak of a wealth of talent, a wealth of character, or a wealth of good 
fortune. The word wealth itself comes from the Old English welth, 
meaning “to be well.” But the dictionary definition of wealth, reflect- 
ing the economized culture that has produced our modern dictionar- 
ies, emphasizes first, “a great quantity or store of money.” Our usual 
definition of capital follows from this, defining capital as the amount 
of money or material goods that we possess. Capitalism as we know 
it is about money and material wealth. 
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Spiritual capital, by contrast, is wealth that we can live by, 
wealth that enriches the deeper aspects of our lives. It is wealth we 
gain through drawing upon our deepest meanings, deepest values, 
most fundamental purposes, and highest motivations, and by finding 
a way to embed these in our lives and work. 

Spiritual capital is a vision and a model for organizational and 
cultural sustainability within a wider framework of community and 
global concern. It is capital amassed through serving, in both corpo- 
rate philosophy and practice, the deeper concerns of humanity and 
the planet. It is capital that reflects our shared values, shared 
visions, and fundamental purposes in life. Spiritual capital is 
reflected in what an organization believes in, what it exists for, what 
it aspires to, and what it takes responsibility for. 

My use of the word spiritual here and throughout the book has 
no connection with religion or any other organized belief system. 
Religious organizations and religiously based cultures have undoubt- 
edly built some genuine spiritual capital. But they have done so 
within the limitations of belief systems that exclude those who hold 
other religious beliefs and those who have no religious belief. The 
broader kind of spiritual capital needed for organizations, communi- 
ties, and cultures participating in today’s pluralist and global society 
must draw on deeper, nonsectarian meanings, values, purposes, and 
motivations that might be sacred to any human being. 

In the same spirit as this broader spiritual capital, spiritual intel- 
ligence is the intelligence with which we access our deepest mean- 
ings, values, purposes, and highest motivations. It is how we use 
these in our thinking processes, in the decisions that we make, and 
the things that we think it is worthwhile to do. These decisions 
include how we make and how we allocate our material wealth. 

Spiritual intelligence is our moral intelligence, giving us an innate 
ability to distinguish right from wrong. It is the intelligence with 
which we exercise goodness, truth, beauty, and compassion in our 
lives. It is, if you like, the soul’s intelligence, if you think of soul as 
that channeling capacity in human beings that brings things up from 
the deeper and richer dimensions of imagination and spirit into our 
daily lives, families, organizations, and institutions. 

To understand the book, it is necessary to see the crucial link 
between spiritual intelligence, spiritual capital, and sustainability. 
This link is the central unifying thread running through the book. It 


Spiritual intelligence is the intelligence with which we access 
our deepest meanings, values, purposes, and highest 
motivations. 
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SO, spiritual capital, and sustainability are crucially linked. 
SQ's sense of meaning, values, and purpose generates 
spiritual capital. Spiritual capital’s wealth of meaning, values, 
and higher motivation are necessary to sustainable capitalism 
and a sustainable society. 


can be expressed as follows: We need a sense of meaning and values 
and a sense of fundamental purpose (spiritual intelligence) in order to 
build the wealth that these can generate (spiritual capital). It is only 
when our notion of capitalism includes spiritual capital’s wealth of 
meaning, values, purpose, and higher motivation that we can have 
sustainable capitalism and a sustainable society. 

Sustainability itself requires that a system be able to maintain 
itself and evolve into the future. Sustainable systems in nature are 
systems whose elements cooperate in producing a balanced environ- 
ment that nourishes the whole. They are holistic (the parts interact 
internally), self-organizing, and exploratory. The earth’s ecology 
(Gaia) is an example, where plants produce the oxygen that animals 
need, animals in turn produce carbon dioxide needed by the plants, 
the various plant and animal populations stay in balance through a 
combination of cooperation and competition, and water is recycled 
through processes of evaporation and rain. The ecology as a whole 
uses the diversity within it to breed evolution (genetic mutation). 

People, organizations, and cultures that have spiritual capital will 
be more sustainable because they will have developed qualities that 
include wider, values-based vision, global concern and compassion, 
long-term thinking, spontaneity (and hence flexibility), an ability to 
act from their own deepest convictions, an ability to thrive on diver- 
sity, and an ability to learn from and make positive use of adversity. 

I discuss three kinds of capital in the book: material capital, 
social capital, and spiritual capital. The building of each kind of capi- 
tal is, I believe, associated with one of our three major human intelli- 
gences: rational intelligence (IQ), emotional intelligence (EQ), and 
spiritual intelligence (SQ). 


Capital Intelligence Function 
Material Capital IQ: Rational Intelligence What | think 
Social Capital EQ: Emotional Intelligence What | feel 
Spiritual Capital SQ: Spiritual Intelligence What | am 


Material capital is the capital most familiar to us in our present 
capitalist society. It means money and the things that money can 
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buy—money to spend, money to invest, money with which to buy 
material advantage, power, and influence. As the founders of capital- 
ism maintained, we pursue this kind of capital with our rational intel- 
ligence (IQ). IQ is the intelligence with which we think. 

Social capital is the wealth that makes our communities and 
organizations function effectively for the common good. Francis 
Fukuyama defines social capital as the ability of people to work 
together for common purposes in groups and organizations. He 
argues that this is an ability that arises from trust and from shared 
ethical values.! Social capital is reflected in the kinds of relationships 
we build in our families, communities, and organizations, the amount 
we trust one another, the extent to which we fulfill our responsibili- 
ties to one another and the community, the amounts of health and 
literacy we achieve through our common efforts, and the extent to 
which we are free of crime. 

The amassing of social capital depends largely on the amount of 
emotional intelligence we can bring to our relationships. Emotional 
intelligence is our ability to understand and feel for other people, 
our ability to read other people’s emotions or to read the social situ- 
ations we are in, and to behave or respond appropriately. EQ is the 
intelligence with which we feel. 

Spiritual capital, as noted, adds the dimension of our shared 
meanings and values and ultimate purposes. It addresses those con- 
cerns we have about what it means to be human and the ultimate 
meaning and purpose of human life. I strongly believe that really gen- 
uine social capital must include this spiritual dimension. It is the cul- 
tivation and sharing of our truly ultimate concerns that acts as the 
real glue of society. Spiritual capital is built by using our spiritual 
intelligence. SQ is the intelligence with which we are. 

All three kinds of capital—material, social, and spiritual—must 
be built, using all three of our intelligences, if we are to have sustain- 
able capitalism. My emphasis in this book is on building the spiritual 
capital component of that whole equation. No other kind of capital 
really works without an underlying base of spiritual capital. 

Motivation, the kinds of motivation we experience and the possi- 
bility of shifting from behavior inspired by lower motivations to that 
inspired by higher motivations, is a strong subtheme of the book. It is 
only when we know what underlying motives are driving our negative 
and self-destructive behavior that we can aspire to acting from higher 
motivations. The twelve dynamic processes of our spiritual intelli- 
gence provide an energy input that enables us to shift our individual 
behavior. My point, then, is that a critical mass of individuals, using 
their spiritual intelligence to act from higher motivations, can shift 
the dominant features of a whole culture, be it that of a family, a com- 
munity, an organization, or of a whole global culture like capitalism. 
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The motivational transformation of individuals and cultures in all 
aspects of society is critical if we really are to build a better world, 
and those who live and work within such diverse areas of life as edu- 
cation, psychology, politics, the professions, and business can bene- 
fit from amassing spiritual capital, and thus from reading this book. 
Indeed, it is crucial we get them all on board. But I have chosen busi- 
ness as the audience from which I have drawn most of my examples 
and to which I address most of my remarks in the book. I have two 
reasons for this choice. First, business is the dominant instrument 
through which capitalist values have permeated our society. If we 
want to broaden the values of capitalism, it must be done, hands on, 
by broadening the values of a significant number of businesspeople. 
Second, it is business today that has the money and the power to 
make a very significant difference in the way that wealth of all kinds 
is generated and used to benefit individuals and society at large. 

For business to be in a position to make such a difference, though, 
business culture must make a significant shift. This shift can only 
come about if the senior leadership of business act to change them- 
selves. The book envisages the creation of a critical mass of business 
leaders (current and potential) who would act from higher motiva- 
tions. I call this critical mass knights. Like the monks in my Tibetan 
dream, these men and women will have the creativity and the motiva- 
tion to invent and embody new, living practices and a philosophy of 
business that can take us into a meaningful and sustainable future. 

The book makes many criticisms of capitalism and of business-as- 
usual. Chapter One is a catalogue of wrongs and problems, many of 
them already familiar to the sophisticated reader. But the book is not 
anti-capitalist or anti-business. The anti-capitalists are wrong to reject 
an economic mechanism that has generated more material wealth 
than mankind has ever known. The trick is not to reject capitalism 
but to transform it. I see a rich potential within business and other 
fields to generate, within a wider framework, even more wealth and 
value, some of which can be used for the common good of humanity. 

What follows is a “fractal” book. It is addressed, simultaneously, 
to the level of the individual and to the societal and cultural levels. 
Each level mirrors the others, and the same dynamic principles 
apply on each level. 

The book’s development follows its main theme of how a critical 
mass of individuals, acting from higher motivations, can change the 
world. Chapters One and Two describe the two very different sce- 
narios of capitalism in business-as-we-know-it, and capitalism in 
business-as-it-could-be. The first scenario portrays a materialist, 
amoral (often immoral) culture of short-term self-interest, profit 
maximization, emphasis on shareholder value, isolationist thinking, 
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and profligate disregard of its own long-term consequences. It is 
based on narrow assumptions about human nature and motivation. 
The second scenario is that of spiritual capital. This portrays a 
values-based capitalist and business culture in which wealth is 
accumulated to generate a decent profit while acting to raise the 
common good. Its emphasis is more on “stakeholder value,” where 
stakeholders include the whole human race, present and future, and 
the planet itself. Spiritual capital nourishes and sustains the human 
spirit as well as making business sustainable. 

The rest of the book is devoted to the process of how we can 
actually shift from today’s scenario to that of spiritual capital. To 
shift any culture, corporate or otherwise, we have to understand the 
motivations (and attendant attitudes and emotions) that drive that 
culture in the first place. Chapters Three and Four offer a new, sys- 
tematic way to diagnose the motivational and emotional state of a 
present culture. This is done through offering a new scale of motiva- 
tions that both mirrors and extends Abraham Maslow’s well-known 
pyramid of needs. To use these chapters properly requires cultiva- 
tion and use of emotional intelligence, particularly the component of 
EQ that develops emotional self-awareness. 

Chapters Five through Eight introduce the new concept of spiri- 
tual intelligence, define its twelve qualities and principles of transfor- 
mation, and describe how these can be used to shift individuals and 
their culture from a state of acting from lower motivations (fear, 
greed, anger, and self-assertion) to one of acting from higher motiva- 
tions (exploration, cooperation, power-within, mastery, and higher 
service). 

Chapter Nine describes how this shift actually happens and can 
be diagnosed in a given organizational culture. It looks in depth at 
the eight issues that dominate corporate culture (communication, 
fairness, relationships, trust, power, truth, flexibility, and empower- 
ment) and how these are influenced by the twelve processes of SQ 
transformation introduced earlier. Chapter Ten discusses the leader- 
ship elite who can bring about and embody cultural shift. This intro- 
duces the crucial leadership categories of “knights” and “masters,” 
those who make the new culture (knights) and those who embed the 
new culture within the practices of the organization (masters). 
Finally, Chapter Eleven, the concluding chapter, argues that spiritual 
capital is still a valid and workable form of capitalism, and summa- 
rizes what we, as individuals, can do to make it happen. 

You will see some science in the book. Familiarity with a few dis- 
coveries of the most recent neuroscience is necessary to understand 
how spiritual intelligence is enabled by structures in the brain. In 
particular, it’s essential to be aware of the recent discovery of the 
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“God Spot,” a mass of neural tissue in the brain’s temporal lobes that 
enables human beings to have a sense of the sacred and a longing for 
the deeper things in life. 

Chaos theory, too, plays a role in the book’s development. Chaos 
(and the associated science of complexity) is one of the twentieth 
century’s “new sciences.” It describes nonlinear and self-organizing 
systems poised at the boundary between order and disorder, 
between stability and instability. Such systems include anthills, bee- 
hives, the weather, the stock market, and the human immune sys- 
tem. I argue that any organization or society with the capacity to be 
creative and sustainable in today’s unstable and crisis-riven world 
will have the characteristics of what chaos and complexity theory 
calls “complex adaptive systems.” These characteristics include 
holism, diversity, spontaneity, self-organization, emergence, and 
coevolution between the systems and their environments. 

All living systems, ourselves included, are complex adaptive sys- 
tems, and human consciousness itself displays the characteristics of 
complexity in many of its abilities. In Chapter Six, I discuss how and 
why the properties of complex adaptive systems make it possible to 
derive most of the qualities that distinguish spiritual intelligence. 

A great many subthemes and minor threads run through the 
book, all necessary to put real flesh on the bones of the main theme. 
This is not a single-idea book, though I hope the brief road map that I 
have provided here will allow readers to experience the book as an 
integrated whole. Ultimately, spiritual capital is not just an idea but a 
whole new paradigm, and new paradigms contain a richness and 
complexity that branch out in many complementary directions. 


The Monster That 
Consumes Itself 


n Ovid’s tales from Greek mythology, we learn of a wealthy timber 

merchant named Erisychthon (Er-is-ya-thon). Erisychthon is a 

greedy man who thinks only of profit. Nothing is sacred to him. 
But on Erisychthon’s land there is a special tree beloved of the gods. 
Prayers of the faithful are tied to its prodigious branches and holy 
spirits dance round its magnificent trunk. Erisychthon cares nothing 
for this. He looks at the tree and assesses the volume of timber it will 
produce, then he takes an axe to it. Against all protest he chops until 
the tree is withered and fallen and all divine life that inhabited the 
tree has fled. But one of the gods puts a curse on Erisychthon for his 
greed. From that day forward, Erisychthon is consumed by an insa- 
tiable hunger. He begins by eating all his stores, then he turns all his 
wealth into food he can consume. Still not satisfied, he consumes his 
wife and children. In the end, Erisychthon is left with nothing to con- 
sume but his own flesh. He eats himself. 


Of a monster no longer a man. And so, 

At last, the inevitable. 

He began to savage his own limbs. 

And there, at a final feast, devoured himself.! 


Erisychthon is the ultimate symbol of purely economic man, and 
his fate is that of a way of living life, or of doing business, that is not 
sustainable. But he is a symbol held up to us by today’s capitalism 
and business as we know it. He is a symbol that may represent the 
self-destructive fate not just of business but of our whole culture if 
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Executive Voices of Business-as-Usual 

"The environment is the government's responsibility.” 

“Never mind what our product is. Just help us sell it more 
effectively.” 

"The only purpose of this business is to meet our 
customers’ demands and to make a profit out of it.” 

“We don’t know what's outside the window, and we don’t 
care.” 

"| don't think we have to trouble our minds with all this 
deep stuff to run our company effectively.” 

“I'm only in this job for the money.” 

"| don't think it's our responsibility to think about future 
generations. Our job is to satisfy our customers now.” 

"We can't afford to think beyond now. We have to protect 
ourselves and our profits.” 


we allow the narrow values of today’s short-term, money-obsessed 
business ethic to dominate our broader lives and choices. 

In this book, I want to look first at the assumptions and mind-set 
that underlie capitalist business as we know it. What are its basic 
values? Its primary motives? The things it takes for granted? What 
assumptions does business make about nature, human nature, and 
human motivation? Why are such assumptions and values unsustain- 
able? Why do these assumptions ensnare business in an ultimately 
self-consuming spiral of behavior? Why is business as we know it 
today set ultimately to kill business? 


How It ls Now 


Modern capitalism as currently defined has only two basic assump- 
tions about humanity. First, it assumes that human beings are pri- 
marily economic beings, with what Adam Smith called a “natural 
propensity to truck, barter and exchange.” Second, capitalism 
assumes that human beings will always act so as to pursue our own 
rational self-interest, or at least our hunches about what will benefit 
ourselves. In business terms, these principles are mirrored by the 
pursuit of profit for its own sake and by the assumption that every 
business exists to maximize its own self-interest—the profits of its 
shareholders measured in quarterly returns. 

These two basic, spoken assumptions of capitalism are under- 
pinned by other, sometimes unconscious assumptions. Capitalism 
assumes that the earth is here to provide us with resources, and that 
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these resources are unlimited. It also assumes that each agent or 
corporation is an island unto itself whose actions have no unwanted 
consequences, and whose interests are under its own self-control. 
There is, too, the more general assumption that the whole world of 
business is an island unto itself, an enterprise that can be conducted 
without regard to or concern for wider issues. “We don’t know 
what’s outside the window, and we don’t care.” 

At the heart of capitalism and business-as-usual lies a very narrow 
definition of what it means to be human and to be engaged in human 
enterprise. Human beings are measured by thirst for profit and by 
capacity to consume. Employees are measured by their capacity to 
produce what others can consume. Viewed merely as consumers, cus- 
tomers and employees are not seen as people who value certain 
things, who harbor loyalties and passions, who strive and dream, who 
seek a particular quality of life. Big consumers (the wealthy) have 
more value than small consumers (the poor). Capitalism’s assumption 
that we will always act so as to pursue our own self-interest carries 
the underlying assumption that human beings are essentially selfish, 
that we will always act to promote “number one.” 

Bolstered by intellectual trends like Newtonian science and its 
accompanying technology and by Darwinian “survival of the fittest,” 
capitalism’s own “laws of motion” (law of competition, law of profit 
maximization, law of capital accumulation) have locked business-as- 
usual into a ruthless pursuit of competitive advantage in a world 
whose resources its own practices are constantly diminishing. This 
is not sustainable. Like Erisychthon, business is destined ultimately 
to consume first its own resources and then itself. We see this in the 
repeated fate of many Fortune 500 companies, which don’t sustain 
themselves for even five years. 

Why is business-as-usual unsustainable? On the surface—and no 
less valid because constantly talked about—are issues like the 
exhaustion of resources and accompanying environmental damage. 
At present rates of consumption, petroleum supplies are reckoned to 
last for perhaps another fifty years. As the Third World develops, 
these rates of consumption can only increase. As I began this book, 
vast population areas of the country where I live (England) were 
under floodwater. Global warming, we are warned, is set to continue 
and with it the extreme weather conditions that bring devastation to 
previously stable population centers and to the businesses that 
thrived within them. Environmental pollution and the global warm- 
ing to which it is leading are also melting the polar ice caps, thus 
leading within fifty to a hundred years to a rise in sea levels that will 
flood most of the world’s major coastal cities. Many scientists are 
now warning that this could occur even within the next ten years. 
Before or as that happens, the melting of the ice caps is set to 
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reverse the Gulf Stream that protects northern Europe from being a 
frozen wasteland. These are not problems facing some distant, 
unfathomable future. The children of today’s business and political 
leaders will inherit this legacy in their lifetimes. We may live to see it. 

There are other obvious problems for the sustainability of busi- 
ness (and accompanying political strategies) as currently practiced. 
The assumption that human beings are primarily consumers favors 
the big consumers over the small. This has led to increasing uneven- 
ness in the distribution of the world’s wealth, not just between 
nations and geographical areas, but often within wealthy societies. 
Extreme wealth lives side by side with the most extreme poverty in 
nations such as India, the United States, and Brazil. Such imbalance 
bodes ill for political and social stability within societies where it 
exists (high crime, family breakdown, civil unrest, a sense of despair, 
domestic terrorism, potential revolutions). 

Between rich and poor nations, inequality leads to the pressure 
on the poor to migrate to wealthier areas, swelling populations of 
illegal immigrants and the accompanying social and political unrest. 
It creates both a global underclass and various domestic under- 
classes. Extreme inequality adds to the sense that “globalization” 
means simply the colonization of the poor by the wealthy capitalist 
world. This leads to humiliation and rage. It fuels the hatred of ter- 
rorists who both envy and fear the wealthy in developed nations. All 
these things are bad for business. Capitalism creates a shadow of 
itself that, like Erisychthon’s greed, reaches round to consume itself. 

Less obviously, the assumption that human beings are purely 
economic creatures who live to make money increases the stress 
and exhaustion of the “winners” who serve the existing system. 
Other values—time with the family, time to relax, time to nourish 
inner needs, time to enjoy the accumulated wealth, opportunity to 
find fulfillment in the work we are doing, a sense of fundamental pur- 
pose in life—are sacrificed in the pursuit of ever more profit, ever 
bigger monetary growth. People who lead and work within the 
mighty corporations generating all this profit might be tempted to 
ask, with Charles Handy, “What is this business for and to whom 
does it belong? Are we who work in these businesses, be they social 
or commercial, their instruments or something more than that?”? 

The major cause of stress in most of our lives today is a loss of 
meaning. Things change so quickly and so constantly, so many of our 
old certainties no longer apply, that we have lost our essential bear- 
ings. There is reengineering, downsizing, redefinition of jobs, corpo- 
rate break-ups and mergers, the musical chairs of new CEOs, the 
often-sham offers of empowerment and autonomy, the short-term 
contracts and their diminution of loyalty, commitment, and trust. 
And that’s just business stress. In our private lives we experience the 
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erosion of moral and religious certainties, changes in family and rela- 
tionship structure, constant mobility, loss, divorce, retirement, and 
the death of loved ones. Twenty-first-century life has become like the 
Caucus Race in Lewis Carroll’s Alice Through the Looking Glass. Some- 
one says “Let’s play a game”—but there are no rules and no clear 
sense of the playing field’s boundaries Someone shouts “Begin!” and 
we all start running around. Then, at some arbitrary point, someone 
shouts “Stop!” There are no winners and no losers. We haven’t a clue 
what it’s all about. We are left with nothing from the effort but stress 
and the kind of world-weariness described by the English poet 
William Wordsworth, 


The world is too much with us; late and soon, 
Getting and spending, we lay waste our powers: 
Little we see in Nature that is ours; 

We have given our hearts away, a sordid boon! 


This Sea that bares her bosom to the moon; 
The winds that will be howling at all hours, 
And are up-gathered now like sleeping flowers; 
For this, for everything, we are out of tune; 


It moves us not. ... 


Meaninglessness and the stress to which it gives rise is the 
major cause of illness in the developed world today. Diseases like 
depression, anxiety, chronic fatigue syndrome, alcoholism, drug 
abuse, and suicide are obviously stress-related. But mainstream 
medicine now recognizes a crucial stress factor in the so-called 
physical illnesses of high blood pressure, heart disease, cancer, and 
even Alzheimer’s disease. Stress depresses the human immune sys- 
tem’s ability to fight off any disease. Stress releases a constant 
stream of adrenaline for “fight or flight” behavior, along with other 
stress hormones that raise concentration to a critical height—in the 
short term. Over an extended period, they burn us out. 

Stress and exhaustion are clearly bad for the people who suffer 
them. They lead to disease and premature death. But stressed and 
exhausted people are also bad for business. They reduce overall cre- 
ativity and productivity, they are prone to illness and absence from 
work, they cost companies and national economies money. Stress- 
related illness costs the United Kingdom 3.9 billion pounds sterling 
annually. It costs the United States 10 percent of gross national product 
each year.’ 

Again, business as we know it, business that assumes money and 
only money is the bottom line, is unsustainable because it has led toa 
leadership crisis within top companies. The problems and challenges 
facing business today are enormous: rapid change, globalization, new 


14 SPIRITUAL CAPITAL 


technology, greater customer expectations, political, social, and eco- 
logical crises. Yet, as professor John Hunt from the London Business 
School points out, devoting one’s life to making ever more money for 
the shareholders isn’t ultimately very inspiring.4 As an executive from 
Shell USA said to me recently, “The trouble with corporate life is that 
it is essentially dispiriting. Corporations are about making money. 
They define work as the pursuit of money. But we human beings are 
essentially spiritual creatures. We are on a lifelong quest for meaning. 
So our corporate lives exclude what we really care about.” 

Great leaders usually want to serve great causes, want their lives 
and their work to count for something, want to make a difference in 
life. Such people are attracted to politics, medicine, research, educa- 
tion. They are seldom found at the top of large corporations. Many 
who were have left to work for nonprofit organizations like Save the 
Children or the major NGOs. This critical shortage of great leaders is 
bad for business. 

As the pool of potentially great leaders has drained, leaving 
behind the pure money seekers, business has become increasingly 
dirty business. Capitalism itself has never had any moral principles 
or framework. It is an economic theory, not a moral or social philos- 
ophy. The market, pure and simple, is its bottom line. Very early 
capitalism was contained within the moral and spiritual vision of 
Christianity, hence all those altruistic Quaker businessmen of the 
Victorian era. But as ethics and values have eroded generally in soci- 
ety, business is left with the ethics of Gordon Gecko, the ruthless 
corporate raider portrayed in Wall Street. New millennium business 
has been exposed as a moral quagmire, where biggest crocodiles will 
use any kind of cheating, fraud, or false accounting to fill their own 
bellies. As John Plender said in his recent book Going off the Rails, 
“The American way of doing business has been hijacked by the val- 
ues of a financial community that is so preoccupied with trading and 
dealmaking that it has lost sight of the purpose of its own business. 
There is indeed a crisis of legitimacy in modern capitalism.” 

Not content with cheating society at large (all those tax eva- 
sions), or even their customers, the leaders of companies like Enron, 
WorldCom, and a host of others were willing ruthlessly to cheat their 
own stockholders. In Plender’s words, “Everyone in the [Enron] 
story was involved in potential conflicts of interest. And everyone— 
including the watchdogs—had been bought by Enron in one way or 
another.” As the consequent fall in stock prices and market instabil- 
ity have shown, dirty business is bad for business. 

Finally, business today is killing business because it is locked 
into a short-term, problem-solving, profit-maximizing mentality. In 
the words of this book, business is not using its whole brain, not 
using its full intelligence. If my mind is focused on the money I can 
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make in three months’ time (quarterly returns), my whole perspec- 
tive is narrow and limited. I use my rational, linear, problem-solving 
intelligence to solve immediate problems that stand in the way of a 
quick buck. I am blind to broader issues like the long-term viability 
of the planet or even the shorter-term viability of my own society or 
company, or the lifestyle and values I am forcing upon myself and 
my family. I don’t reflect. I don’t plan ahead. I don’t look at “the big 
picture.” I don’t allot adequate time or devote sufficient resources to 
the research needs of my company. I don’t look at long-term safety 
features or future growth. 

In Britain recently, we have seen our entire rail infrastructure 
crack. For months the trains virtually could not run. Too late, Rail- 
track (the private company in charge of Britain’s rail network) saw 
not only that present lines had deteriorated beyond acceptable stan- 
dards of safety but also that wholly inadequate plans had been con- 
sidered for how to enable the nation’s rail network to serve the 
pressing needs of future traffic. Why? Short-term profit and the 
short-term thinking it had spawned. Investors wanted good quarterly 
dividends; senior managers felt their job was to ensure them. As is 
common in large corporations, managers’ bonuses were linked to 
quarterly results. 

Railtrack’s story is not unusual. Short-term, uncommitted invest- 
ment by huge, anonymous investment funds is the scourge of 
today’s business, depriving company leaders of control over their 
own planning and debasing the whole ethic of doing business. Such 
investments, and their inflationary and destabilizing effect, were at 
the heart of the crisis that struck the Tiger Economies in the late 
1990s. Short-term, get-rich-quick investments were also responsible 
for the catastrophic decline in Marconi shares at the beginning of 
the new millennium. Money-making has become money-grubbing, 
and money-grubbing is bad for business. 


A Still Deeper Nonsustainability 


The issues I have discussed thus far are often talked about, and are 
no less real or threatening for that. But a far deeper underlying issue 
is at stake in the attitudes and practices of capitalism as we know it. 
This is the issue of what sustains or threatens our humanity itself, 
and the high civilizations that that humanity has enabled. In asking if 
capitalism is sustainable, we must ask whether it serves our deepest 
human values and aspirations. We must ask if it will enable the sur- 
vival of the human species, and whether it can sustain the human 
enterprise in the larger context of such vital questions as, What is 
the meaning and purpose of human life? 
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In the 1960s, the psychologist Abraham Maslow gave voice and 
credibility to capitalism as we know it with the famous “pyramid of 
needs” illustrated in Figure 1.1. Maslow’s pyramid created a paradigm 
of the human condition that gave precedence to the need for sur- 
vival, physical survival at all costs. In close second was the need for 
security, the security of myself and mine. The sense that such needs 
are taken as primary for business-as-usual is reflected in some of the 
opening remarks I quoted, such as “We can’t afford to think about 
future generations. We must protect ourselves and our profits.” 

Maslow’s pyramid makes room for higher needs, the needs for 
social connections, for self-esteem, and for what he calls self- 
actualization—the need for personal meaning and spiritual and psy- 
chological growth. But in his model these higher needs can be 
considered only if the more basic needs for survival and security are 
first assured. First and foremost we are animals, “naked apes,” who 
only later, if conditions allow, aspire to become human beings. 

Frederick Herzberg’s famous 1959 study of what motivates people 
at work gave the lie to Maslow’s hierarchy so far as what causes most 
dissatisfaction or gives most satisfaction among employees. While 
“basic” factors or needs like company policy and administration, rela- 
tionships with supervisors or peers, salary, work conditions, and 
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Figure 1.1 Maslow’s Hierarchy of Needs 
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security gave rise to dissatisfaction if they were not adequate, but they 
gave rise to no satisfaction if they were adequate. The more positive 
quality of finding satisfaction in one’s work and thus feeling highly 
motivated depended on factors like growth, advancement, responsi- 
bility, the work itself, recognition, and a sense of achievement.” These 
are things Maslow regarded as “higher needs.” 

It is a basic argument of this book and of all that follows that in a 
developed culture like ours Maslow’s pyramid of needs is upside 
down. (See Figure 1.2.) Most of us in the wealthy Western world have 
our basic needs for food and security met as a birthright. Those who 
have experienced fulfillment of both higher and lower needs regard 
the higher ones as more important. They bring more happiness and 
satisfaction. Since Maslow’s work was done nearly half a century ago, 
anthropologists, neuroscientists, and psychologists have reached a 
far deeper understanding of human nature and the origins of our 
humanity. We know today that human beings are by definition pri- 
marily creatures of meaning and value (that is, of “self-actualization”). 
We need a sense of meaning and driving purpose in our lives. Without 
it we become ill or we die. 

Indeed, it was a primitive quest for meaning, to know and 
explore what was beyond the horizon, that first brought our species 
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down from the trees some four million years ago. It was a pressure 
to communicate symbols and meanings between individuals and 
within early human groups that gave rise to language, and to the 
coevolution of the large human forebrain that language skills 
require.’ Later the human brain grew masses of neural tissue in the 
temporal lobe areas that gave expression to still deeper needs for 
meaning—a need to ask why we are here, how we fit into the larger 
scheme of things, how we came to be born and why we must die, 
how we relate to the “gods,” and similar weighty questions. This area 
of the brain has been named “the God Spot,” and will be discussed at 
greater length in a later chapter. The God Spot accounts for the pres- 
ence of religious ideas, rites, and rituals since the founding of the 
earliest known human societies. 

Scientists have also discovered in this past half-century the role 
that altruism has played in the development of human societies. We 
have not always been out for “number one,” and indeed we would 
not be here today if selfishness had always ruled the day. Survival 
itself depends upon the willingness of some to sacrifice themselves 
for others or for the group. Self-esteem depends upon knowing that 
one has “done the right thing” by life and others, and survival (the 
will to live and the ability to live with oneself) becomes impossible 
without it. 

The psychologist Viktor Frankl (Man’s Search for Meaning) noted 
that concentration camp inmates in Nazi Germany who betrayed oth- 
ers for the sake of their own survival could not live with themselves 
afterward.’ The suicide of the great twentieth-century writer Primo 
Levi was believed to follow from his inability to live with what he had 
done to survive Auschwitz. By contrast, countless stories exist of 
people who have willingly sacrificed their lives (survival) for the 
sake of others or for the sake of causes in which they believe. In 
Frankl’s study, those Auschwitz inmates who had strong religious 
beliefs or strong political ideals survived better than those without. 
The Muslim suicide bombers who attacked the World Trade Center 
and the Pentagon on September 11 made such a sacrifice, as have 
countless others in the Middle East. We may detest what they do, 
but we cannot deny they were willing to die for what they saw as a 
higher cause—however evil and distorted this cause may be. 

In earlier hunter-gatherer societies, it required a group to hunt 
successfully; an individual alone could not survive. Thus the need 
for “unselfish” genes—which still survive today. (We were all 
hunters only ten thousand years ago.) The same need for group 
cooperation existed in farming communities and family-based enter- 
prises only two centuries ago. We have evolved to be group animals 
as well as individuals and are often alienated by today’s essentially 
selfish and individualist Western culture. Even recent studies of 


THE MONSTER THAT CONSUMES ITSELF 19 


what drives a healthy market have shown that a combination of self- 
ishness and altruism (competition and cooperation, egocentricity 
and reciprocity) ensures the optimum market trading conditions.® 

It is reported that at the end of his life, Abraham Maslow himself 
came to feel that his pyramid of needs was upside down. The deep 
crisis of meaning—lack of belief in anything, low standards of moral- 
ity, ruthless selfishness and consequent low self-esteem, absence 
of purpose and value, sense of boredom—that characterized much 
of twentieth-century life in the developed Western world is testa- 
ment to capitalism’s priorities being upside down. The selfishness 
and materialism that result from capitalist assumptions and values 
have raised perhaps for the first time in known human history the 
possibility that our humanity itself may not be sustainable. If we lose 
touch with or seriously damage the core of our humanity—our 
higher aspirations, values, and potentialities—then we really do 
become no more than the naked ape. I strongly suspect that might 
be very bad for business itself. 


Another Way? 


Most people who consider the costs and nonsustainability of capital- 
ism and business as we know it would say, “There has to be another 
way!” Given a broader and more realistic understanding of human 
nature and human motivation, business-as-usual cannot be seen as a 
fully human enterprise. Its narrow and wrong-headed assumptions 
that human beings are essentially economic creatures, and selfish 
ones at that, do not accord with the facts as we know them today. 
Nor to they speak to the hunger our culture feels to rise above the 
materialist quagmire in which we have become stuck. 

Taking for granted that it is global business that has the money 
and the power to make a significant difference in today’s troubled 
world, this book envisages business raising its sights above the finan- 
cial bottom line. It envisages business becoming a vocation, like the 
higher professions. This entails business becoming more service and 
value oriented, largely eliminating the assumed natural distinction 
between private enterprise and public institutions. It envisages busi- 
ness taking responsibility for the world in which it operates and from 
which it creates its wealth. And it envisages a higher proportion of 
business leaders becoming “servant leaders”—leaders who serve not 
just stockholders, colleagues, employees, products, and customers, 
but leaders who serve the community, the planet, humanity, the 
future, life itself. Leaders who dare to “look outside the window.” 

But getting from business-as-usual to business-as-it-could-be is no 
simple matter. A little talk about corporate social responsibility, 
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some discussion of “vision and values,” and giving employees little 
plastic “values” cards to carry around in their wallets are not going 
to change very much. What is required is a whole new business para- 
digm, a paradigm shift that embraces our basic concepts of wealth 
and capital themselves and that brings on board a new, living under- 
standing of what a business system is, and how such systems can be 
managed intelligently. These in turn require that we look in some 
depth at the nature of both business systems and human intelligence. 

In the pages that follow, I will try to broaden the understanding 
of capital to include the new concepts of “social capital” and “spiri- 
tual capital.” When you look more fully at what it means to be human 
and thus what it would mean for business to serve that humanity, it 
becomes possible to contrast holistic, dynamic, self-organizing, and 
creative complex adaptive systems with the mechanistic systems 
that inspired original capitalism. That will lead to ways to turn a 
modern business into a fully human, complex adaptive system that 
is not just sustainable but “deeply sustainable.” 

Throughout, I will discuss the origins, nature and organizing 
power of the intelligence needed to build these systems—“‘spiritual 
intelligence,” or SQ (wisdom), contrasting it with the more familiar 
IQ of traditional capitalism and the more recent emphasis on EQ 
(emotional intelligence) of some modern systems thinkers. The book 
will use this understanding of systems and intelligence to offer a new 
business model and a new basis for strategic planning that are com- 
patible with the wider purpose of business-as-it-could-be and with 
the amassing of spiritual capital. 


What Is Spiritual Capital? 


piritual capital” is a new paradigm. It requires that we 

radically change our mind-set about the philosophical founda- 

tions and the practice of business. It is not anticapitalist—or 
even noncapitalist, but it does require the addition of moral and 
social dimensions to capitalism. Spiritual capital itself is not mone- 
tary wealth, but it argues the possibility of making a profit—perhaps 
even more profit—by doing business in a wider context of meaning 
and value. It can generate profit that both draws on and adds to the 
wealth of the human spirit and to general human well-being. 


In Chapter One, I described the shadow side of capitalism— 
and most of my points were not new. These same observations and 
criticisms have been made by socialists, communists, environ- 
mentalists, and some sociologists. But the alternative visions they 
have offered have not worked either. Marxism offers a clear-cut 
example. 

According to Marx, capitalism appeals to humanity’s selfish 
motives and leads to the exploitation of the weak by the powerful. 
This in turn breeds suffering and resentment. Marx believed that 
the whole problem lay in the class structure that supported capital- 
ism. If we could rid ourselves of this class structure, mankind’s 
highest motives would be unleashed. Our innate community spirit 
would prevail and we would have “the Brotherhood of Man.” 
Economically, The Communist Manifesto maintained, wealth would 
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be divided happily according to the principle, “From each according 
to his abilities; to each according to his needs.” 

We know that Communism did not work in any of the societies 
where it was tried. Socialism, too, has failed to compete with the eco- 
nomic successes of capitalism. I think that the real failing of Marx’s 
thought was twofold. First, he did not understand that, capitalism or 
no capitalism, most people often act from selfish motivation. We are 
not the pure altruists that Marx assumed. In all Communist coun- 
tries, armies of bureaucrats, overseers, and enforcement agencies 
had to be used, and these in turn could be bribed. Corruption and 
enslavement were rife. 

Marx’s second failing was his inability to understand the true 
nature of higher motivation and therefore of the forces needed to 
shift human motivation from lower to higher. Marx, like the capital- 
ists, reduced everything to material needs. He replaced the philoso- 
pher Hegel’s “Spirit” with money, entirely missing the reality that 
the path toward acting from higher motivations rests on a deeply 
spiritual foundation. 

Dissatisfaction with capitalism, and the failure of communism, 
have moved some thinkers to suggest a “third way.” This is essen- 
tially the inspiration for the brand of European social democracy 
promoted by Anthony Giddens and Tony Blair. Unfortunately, this 
has not fired the hearts or changed the motivations of many 
people. It lacks firm philosophical, economic, and psychological 
basis. On the whole it tends to be a well-meant grab bag of various 
free-market and central planning ideas. Where the private sector 
has been brought in to work with the public sector (as in health 
care), the capitalist ethos has tended to control and distort the 
aims of public sector service. No real “third way” has been articu- 
lated that draws its force from the deeper realm of human motiva- 
tion and how to shift it. “Spiritual capital” is an attempt to outline 
that new paradigm. 

It is often best to illustrate a new paradigm by example. Not all 
companies today are stuck in the Erisychthon scenario, and those 
few who have pioneered a new way can make the task of following 
suit seem less daunting. To lay the foundations for seeing how the 
ideas of capital, wealth, and the role of business in society can be 
expanded, here is a look at one company that has amassed some- 
thing more than material profit. 

Merck Pharmaceutical was founded by a man with a vision. He 
wanted “to bring medicine to the patient who needs it.” Along the 
way he and his successors have made a great deal of money, but that 
is not all they have done. 
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Merck's Story 


In 1995, Merck and Co. was America’s largest pharmaceutical 
company.! It had an annual turnover of $16.7 billion, with net profits 
running at $3.3 billion. Throughout most of the 1990s, Merck had 
been voted the “most admired” company by Fortune magazine, and 
Business Week ran a cover story calling it “The Miracle Company,” 
lauding both its research and management practices. Especially 
noted for its innovation in the lab, and with a mid-1990s R&D budget 
of $1.5 billion, Merck had invented such revolutionary drugs as the 
cholesterol-lowering Mevacor, the antihypertensive drug Vasotec, 
new asthma therapies, and the world’s first-ever chicken pox 
vaccine—all part of a highly profitable company success story that 
has brought improved health care to much of the world. 

Like most large drug companies, Merck had on the whole focused 
on developing products that would ensure large profits—that is, 
products for the wealthy, developed world. But then an opportunity 
arose that fell outside that usual business model. The opportunity, 
which brought an unforeseen chance to cure one of the Third 
World’s most insidious and disabling infections, meant that the com- 
pany had to rethink some of capitalism’s most sacred priorities. 

In Africa, the Middle East, and throughout much of South America, 
some 340,000 people are blind as the result of being bitten by a black- 
fly carrying a parasite that destroys sight. Another million suffer par- 
tial blindness from the same cause, while 18 million are infected with 
the parasite and 85 million at risk of being so. The parasite causes 
onchocerciasis, or “oncho,” known popularly as “river blindness.” 

In the late ’70s, while developing a hugely effective and vastly 
profitable veterinary drug that kills a similar parasite in domestic live- 
stock, Merck scientists found they had discovered a closely related 
compound that could prevent river blindness. Further, the com- 
pound, named “Mectizan,” need only be administered as one tablet 
swallowed once a year. Merck was earning its nickname as “the mira- 
cle company” yet again. The problem? Whereas its veterinary equiva- 
lent was earning the company over $1 billion in annual sales by the 
end of its first decade, Mectizan’s potential market was to people and 
governments in The Third World who had no money to pay for it. No 
world body was willing to finance Mectizan’s development and the 
necessary safety tests, never mind its distribution to the people who 
needed it, most of whom lived in dreadfully isolated areas. 

Despite the lack of any profit prospects, indeed despite the 
knowledge that it would have to fund all development and clinical 
trials itself, Merck decided to go ahead with Mectizan production. 
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When no customers could be found at any price, the company took 
the wholly unorthodox decision simply to give the drug away to any- 
one who needed it—a gift worth about $250 million. The result? By 
the mid-1990s, with the help of WHO, The World Bank, various Third 
World governments and NGOs, Mectizan was on target for reaching 
15 million people in sixteen participating countries. 

In the Mectizan saga, Merck’s material gain was nil. But the good 
will earned, and the sense of achievement gained—and the conse- 
quent high morale of the company’s scientists—were worth it. 
Besides, in past such episodes in Japan, when after World War II Merck 
had distributed streptomycin (at no profit) to solve the country’s enor- 
mous TB scourge, and later in China, where Merck donated its whole 
technology for making the hepatitis B vaccine to prevent liver cancer, 
such good will eventually paid off in huge dividends earned by other 
Merck products. Setting one’s sights on something beyond material 
profit can actually increase material profit in the long term. 

I call the kind of capital earned by Merck in the river blindness 
episode “spiritual capital.” It is capital earned from serving deep 
meaning, from serving a deep sense of purpose and from serving fun- 
damental human values. It is a kind of capital initially measured not 
in dollars and cents but rather in the sense of achievement, the high 
morale, the gratitude, and the general increase in well-being that 
accompany raising the quality of human life. It is the same kind of 
capital earned historically by the great Quaker businesses like 
Clarke’s Shoes and Rowntree’s Chocolates, who used large propor- 
tions of their profits to ensure safer working conditions for their 
employees and to build schools and hospitals for the community. It 
is the same kind of capital earned by Islamic bankers who refuse to 
charge interest for money loaned but who instead share the risk with 
their borrowers by taking a percentage of ownership in the goods 
bought or enterprises built. And it is the same kind of capital earned 
by Coca-Cola when it offers the Indian government free use of its 
delivery trucks to distribute polio vaccine to the poor in isolated 
regions of that country, or when its “Project Peace” builds health 
clinics throughout rural China and Southeast Asia. See sidebar, “A Few 
Examples of Companies That Accrue Spiritual Capital.” 


Expanding Our Notion of Capital 


If challenged about capitalism’s prime motive of profit maximization, 
most businesspeople look dumbfounded and say, “Of course! It has 
always been that way. That is business. The whole point of business is 
to make a profit.” But in fact the business-as-usual that we know today 
is only two hundred years old—out of a human history of commerce 
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A Few Examples of Companies That Accrue Spiritual Capital 


e Amul markets the output of the 10,000 milk cooperatives in the 
Indian state of Gujarat. A peasant with only one bucket of milk to 
sell per day can earn his vital 20 rupees, competing in his own 
right—and regardless of caste—with larger dairy farmers. An 
embodiment of Mahatma Gandhi's social and economic principles, 
Amul has sales of $516 million annually. 

e Van City, Vancouver's largest credit union, channels lending funds 
to customers and causes marginalized by mainstream banks— 
inner-city development, risky small business ventures, 
environmental protection projects, disadvantaged women, and 
investment funds for the developing world. Van City prospers with 
its commitment to corporate social responsibility, with $6.4 billion 
annual turnover and $39 million annual profit. 

e Coca-Cola has put its distribution network in India at the service of 
the Indian national government to distribute polio vaccine to 
remote rural areas. It has a similar project in Africa to distribute 
AIDS medication. No extra cost, enormous gain in spiritual capital. 
Its “Project Peace” is building health clinics throughout rural China 
and Southeast Asia. 

e British Petroleum has adopted (and takes very seriously!) the new 
motto, “Beyond Petroleum.” This makes BP an energy company 
instead of an oil company. It has a heavy investment in developing 
hydrogen and other alternative energy technologies that both 
reduce dependence on scarce and damaging hydrocarbon fuels 
and provide energy for the postpetroleum future. It is keeping 
profits high by way of reducing environmental damage. 

e Starbucks, the global coffee shop chain, sees social responsibility to 
coffee growers, their communities, and environments as an integral 
part of company vision and its implementation. Paying 240 percent 
above base world price to its coffee growers for beans, the 
company also invests in health clinics, schools, credit unions, and 
bio-diversity schemes in growers’ communities. 


that covers at least the past forty thousand years. Today’s capitalism 
was conceived by a small handful of British Enlightenment philoso- 
phers inspired by Newtonian physics. It was the work of thinkers like 
Adam Smith and John Stuart Mill, men who admired Newton’s work 
and who in their turn contributed to Frederick Taylor’s paradigm of 
scientific management theory. They saw the individual business 
as part of a vast economic machine oiled by money. Their idea of cap- 
ital was solely that of material capital, capital that can be measured 
in money. 

But capital has a wider meaning. In the Oxford English Dictionary, 
capital is defined as “that which confers wealth, profit, advantage or 
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power.” Capitalism, the economic doctrine that underpins business- 
as-usual, gives the narrowest possible definition to all these terms. 
Wealth is taken to equal money, so that the wealth that makes the 
world go round is material wealth, and profit is material profit. Advan- 
tage is something that confers material advantage, an advantage 
measured in money or in the power to manipulate people or the envi- 
ronment to maximize its holder’s (usually money-based) interests. 

That view leads straight into the Erisychthon scenario, where 
business consumes itself and all that we value about our humanity 
along with it. To escape, we need to expand our whole concept of 
wealth. We need a concept of wealth that enriches rather than 
impoverishes the human spirit, a notion of wealth that inspires peo- 
ple to give of their best in creating it. To avoid the shadow, or dark, 
side of capitalism, we need a notion of wealth that accrues from a 
responsible and compassionate inclusion of the have-nots, and from 
a committed resolve to meet basic human needs. Ignoring this has 
led to the violent reaction we see against capitalism on the streets of 
Seattle and Davos, and to the hatred that fuels anticapitalist and anti- 
Western terrorism. For those who work in business, we also need a 
notion of wealth that reflects meaningful and fulfilling personal and 
working lives. 

Some recent attempts have been made to expand the notion of 
capital. We hear a lot in company circles today about “intellectual 
capital” and “human capital,” but these just extend the idea of mate- 
rial worth to ideas and people. They attempt to put a price tag on 
employees’ creativity and skills. They add nothing new to the con- 
cept of capital itself. 

In the past few years, some economists and sociologists have 
brought new thinking to the field by writing about “social capital.” By 
social capital, they mean both the material wealth and the social 
benefit gained by a society that has low crime, low divorce and ille- 
gitimacy rates, low litigation figures, high literacy, and a high degree 
of trust. This was the subject of Francis Fukuyama’s recent book, 
Trust. Asian societies are said to be high in social capital because of 
their basic social stability, Western ones low in it. As opposed to 
mere material worth, social capital also measures the raised quality 
of life in a society. 

In the corporate world, social capital has come to mean specifi- 
cally the wealth accrued by the quality of the relationships in an 
organization—how well people communicate, how much they trust 
each other and their senior executives, how they function as teams, 
whether the emotional intelligence of the group is high, whether 
there are effective networks of acquaintance and cooperation, and 
the like. The stress is on interpersonal relations within the company. 
The social capital built up by such qualities and relationships is said 
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to be in the common ownership of the group and to need regular 
maintenance. It is a feature of the organization’s internal culture. Sig- 
nificant social capital is also seen as a feature of the organization 
that underpins greater material wealth.2 Companies that score high 
on the quality of internal relationships tend to make more profit. 

Hewlett-Packard, for instance, is famous for its high level of 
social capital—the very high degree of commitment, pride, and trust 
shared by its employees. The HP Way ensures effective communica- 
tion of the company’s basic vision throughout every level, teams 
function effectively, and the “single status” policy of the company 
ensures that everyone feels appreciated and adequately rewarded. 
As Lynda Gratton from London Business School comments, “Com- 
mitment, pride and trust are critical to sustaining ongoing change 
at HP and senior executives believe these are major factors in the 
ability of the business to remain flexible and to increase turnover 
and profitability at a rate of 20% per annum, year on year, without 
significantly increasing employee numbers.”? In the downturn that 
hit the American economy at the beginning of the new millennium, 
Hewlett-Packard was one of the very few companies to maintain a 
high rate of growth. 

As narrowly interpreted in corporate circles, the high social cap- 
ital of a given company may well benefit employees, customers, and 
shareholders, though it ignores the broader dimension of lending 
stability to wider society. I think this wider dimension cannot be 
addressed by business without the foundation of a deeper spiritual 
vision. We need to have some sense of what human life and the 
human enterprise are about, and how to improve them. 

“Spiritual capital,” the subject of this book, takes the broadening 
of capital—and its associated wealth, advantage, profit, and power— 
a stage further. Indeed I believe it transcends the usual notion of cap- 
ital altogether. Defining a sense of wider meaning, the possession of 
an enlivening or inspiring vision, the implementation of fundamental 
human values, and a deep sense of wider purpose as the “commodi- 
ties of exchange,” those organizations or individuals that act from 
such a wider context and broader concerns are said to be invested 
with spiritual capital. Our spiritual capital is our shared meaning, 
our shared purpose, our shared vision of what most deeply matters 
in life—and how these are implemented in our lives and in our 
behavioral strategies. It is capital that is increased by drawing on the 
resources of the human spirit. 

In a tidy phrase, spiritual capital is the amount of spiritual knowl- 
edge and expertise available to an individual or a culture, where spiri- 
tualis taken to mean “meaning, values, and fundamental purposes.” 

Both social capital and spiritual capital bear on the growing sense 
of a need for wider corporate social responsibility—the realization 
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Spiritual capital is reflected in what a community or 
organization 


e Exists for 
e Aspires to 
e Takes responsibility for 


that business is a part of the wider community and must accept 
some real responsibility for it. But spiritual capital takes this notion, 
too, still further. Spiritual capital, as I define it, is wealth that helps 
to make the future of humanity sustainable as well as wealth that 
nourishes and sustains the human spirit. It is reflected in what a com- 
munity or an organization believes in, what a community or an orga- 
nization exists for, what it aspires to, what it takes responsibility for. 
It is only when these aspects of spirit are nourished and seen to be 
served that we can go on to build the social and material wealth that 
sustain daily life. 

It is my conviction that spiritual capital is the bedrock of an 
organization or a society. By nurturing and sustaining the core pur- 
pose of our whole human enterprise, spiritual capital is the glue that 
binds us together. It provides us with a moral and a motivational 
framework, an ethos, a spirit. It sustains, underpins, and enriches 
both material capital and social capital. But we shall also see in the 
work that follows that spiritual capital can be a dynamic factor 
within an organization. Organizations rich in spiritual capital are not 
just sustainable, they are evolutionary. By going through the process 
of raising its spiritual capital, an organization transforms itself from 
the inside. It moves. It has life. It has a deep sense of purpose and 
direction. In the words of complexity science, it becomes “a com- 
plex, adaptive, self-organizing system.” All these improve the inner 
vitality of the organization and also its ability to function effectively 
in and contribute to its wider environment. This follows from what I 
mean by spiritual in the first place. 


What | Mean by Spiritual 


When I speak of “spiritual capital,” or later of the “spiritual intelli- 
gence” needed to build such capital, I do not mean anything to do 
with religion or with theological belief systems. I am not suggesting 
that companies become more spiritual in the sense of building 
shrines in the reception foyer or calling their employees to prayer. 
The word spiritual comes originally from the Latin spiritus, which 
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The spiritual in human beings makes us ask why we are doing 
what we are doing and makes us seek some fundamentally 
better way of doing it. It makes us want our lives and 
enterprises to make a difference. 


means “that which gives life or vitality to a system.” This is spiritual- 
ity seen as an enhancement of life in the world, rather than as a 
monkish emphasis on other-worldly values. For human beings, that 
which gives life—indeed that which gives unique definition—to our 
humanity is our need to place our enterprises in a frame of wider 
meaning and purpose. The spiritual in human beings makes us ask 
why we are doing what we are doing and makes us seek some funda- 
mentally better way of doing it. It makes us want our lives and enter- 
prises to make a difference. 


e Companies concerned with amassing spiritual capital 
are constantly placing their goals and strategies in a wider 
context of meaning and value. They are constantly reframing 
their aims and recontextualizing the effects. 

e Companies rich in spiritual capital are self-aware companies. 
They know what they believe in, what and whom they affect, 
and what they want to achieve. 

e Companies that build spiritual capital are vision and value led. 
Their core vision is visible and inspires everything that is 
done. It is a deep vision. The values of spiritual capital are 
deep human values—saving life, raising the quality of life, 
improving health, education, communication, meeting basic 
human needs, sustaining the global ecology, and reinforcing 
a sense of excellence, pride in service, and the like. 

e Companies that build spiritual capital have a high sense of 
holism or connectivity. They see that business is part of the 
wider human enterprise, part of the wider global scenario. 
They feel a part of and responsible to the community, the 
planet, life itself. Spiritual capital takes into account that 
everything we do or represent in company culture (rational 
decisions, emotional and psychological issues, neglecting the 
needs of the Third World or the fears and resentments of 
Islam) winds up in the bottom line. 

e Companies that build spiritual capital are compassionate 
companies. They have a sense of fellow-feeling, fellow-being 
with all those whom they affect or could affect. If they see 
need or suffering within their sphere of influence, they care 
and take responsibility for doing something about it. 
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SPIRITUAL CAPITAL 


Companies that build spiritual capital celebrate diversity. 
They recognize that every point of view is necessary and that 
every point of view carries some validity. They recognize that 
wealth generated from many sources and bred from within 
many traditions creates a more vibrant business climate. 
Companies that build spiritual capital are field-independent. 
They dare to be different, dare to stand out from the crowd, 
dare even to be unpopular at times if necessary. This is part 
of their leadership role. Rather than following the trend, they 
set new trends. They get a sense of value and a sense of self- 
esteem not from how others see them but from a conviction 
that they are being true to their own values and vision. 
Companies that build spiritual capital raise fundamental 

Why questions. They never allow themselves to become 
obsessed with achieving specific goals but rather reflect on 
why they have chosen their goals, whether they might have 
chosen others, and what the full consequences of their 
choices are. 

Companies that build spiritual capital are always ready to be 
spontaneous. They don’t get locked into paradigms, 
assumptions, or set agendas. They are not afraid of loyal 
dissent from within. They seek constantly to surface, and if 
necessary to undermine, their own assumptions. They seek 
to become aware of the paradigm from which their values, 
goals, action plans, and decisions are originating, and are 
willing to change that paradigm if necessary. They respond 
to rather than react against the environment. 

Companies that build spiritual capital seek a positive 
response to adversity. Business downturns, market 
fluctuations, changes in customer demand, and recognition 
of internal mistakes or miscalculations are all seen as 
opportunities to be creative. Large-scale global events like 
the terrorist attacks of September 11, 2001, massive floods, 
outbreaks of disease, crises in the community or in a political 
theater are all opportunities to reassess priorities and values, 
to set new goals and to renew deep purposes. 

Companies rich in spiritual capital maintain a sense of deep 
humility. They never take themselves too seriously, never rest 
on past achievements, never feel smug or self-righteous. 
Spiritual capital accrues from doing the right thing, so it 
doesn’t seek praise or unjust reward. 

Companies high in spiritual capital have a sense of vocation. 
They feel called upon to share their wealth in meeting the 
wider needs of community, humanity, and life itself. They are 
grateful for any contribution they can make to their own or 
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the world’s wealth and to the well-being of the world’s people. 
They take nothing for granted. 


I believe that companies that possess these qualities—companies 
high in spiritual capital—are also companies that enjoy a high com- 
petitive advantage in the marketplace. They are also companies that 
practice spiritual intelligence. The qualities just listed as building 
spiritual capital are the same qualities discussed in Chapter Five as 
being definitive of spiritual intelligence itself. They are the qualities 
that any individual, community, culture, or organization can translate 
into spiritual capital. 


The Bottom Line: Why It’s Good 
to Be Good 


That added competitive advantage of the high-spiritual-capital enter- 
prise is an important part of this book’s whole point. It is after all the 
business of business to generate wealth by making profit. Business is 
society’s wealth-creating mechanism. So any argument for building 
spiritual capital through business will have to be linked to proof that 
doing good can increase profit. I believe the evidence is already ade- 
quate, that those organizations and communities that act from a 
deeper sense of meaning, a richer vision, a deeper sense of responsi- 
bility, and a set of shared fundamental values are more likely to 
enjoy a longer-term competitive advantage than those that focus on 
their own obvious self-interest. Actions that are good for society, 
humanity, the planet, or any other outside entity can also result in 
increased material wealth for the participating individuals and 
organizations, and in increased worldly power in a society that has 
broadened its own criteria for wealth and power. 

At Hewlett-Packard, for instance, it is accepted without question 
that it is the clearly stated and perceived and widely shared vision of 
the company that leads to HP’s success at every level. At Merck 
Pharmaceutical, the founder’s vision that “this company exists to 
bring medicine to the patient who needs it” drives the whole impres- 
sive R&D enterprise, as well as building the company’s social capital 
(employee morale, team strength, shared pride, and so on). 

At Starbucks, executives reckon that the company’s record of 
solid corporate social responsibility (those high bean prices, the 
schools, clinics, and the rest) are an important reason why employ- 
ees stay longer with the company. Every 1 percent increase in 
employee tenure adds $100,000 to the Starbucks annual bottom line. 
At the United Kingdom’s Co-operative Bank, it is reckoned that ethi- 
cal investment policies have brought a fivefold increase in customer 
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deposits over the past decade and accounted for 15-18 percent of 
annual pretax profits. 

In Built to Last, James Collins and Jerry Porras call companies 
like Hewlett-Packard, Merck, Starbucks, and the Co-operative Bank 
“visionary companies.” In a powerful contrast, they describe the 
investment potential of $1 put into an ordinary stock fund and a 
visionary company over a period of sixty-four years (1926-1990). In 
that period, the $1 invested in the ordinary fund grew to $955, while 
that same $1 invested in a visionary company grew to $6,356. An 
increase of 665 percent.‘ In the words of Starbucks’ director of cor- 
porate social responsibility, “Doing well and doing good are not 
opposites, they’re companions.” As I put it in this book, it is good to 
be good! 


Three Levels of Corporate Social 
Responsibility (CSR) 


In the corporate social responsibility (CSR) debate, it is now quite 
generally recognized that ethical policies attract customers and that 
nonethical policies that cause public relations disasters drive cus- 
tomers away. Shell learned the latter with its Brent-Spar oil platform 
fiasco; Nike learned it with disastrous bottom-line consequences 
when campaigners began to target the company’s pay and working 
conditions in developing countries. But do all CSR programs help to 
build spiritual capital? I think not. 

I believe it is necessary to distinguish three different levels at 
which companies may buy into a CSR policy. The most trivial level is 
CSR as mere “spin”—something that looks good for public relations 
purposes. The “cause-related marketing” scheme that Saatchi and 
Saatchi conceived for Benetton for instance, where pictures of pris- 
oners on death row were used to advertise Benetton clothes, was on 
this level. The fight against capital punishment has nothing whatever 
to do with Benetton corporate policy or Benetton products. The 
campaign was intended merely to make the public associate Benet- 
ton with an emotionally charged “good cause.” I don’t think there is 
any spiritual capital to be gained from this. And indeed, such PR spin 
is likely to deepen customer cynicism about corporate do-gooding. 

The second, somewhat deeper level, of buying into CSR is as a 
defensive strategy. Corporate activities that lead to PR disasters can 
drive away customers, shareholders, and employees. Nike’s 
response to criticism over working conditions and child labor in its 
Asian sweatshops was on this level. Bad working conditions were 
leading to a poor bottom line, and the company was forced to 
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address this. Their consequent do-gooding was reactive do-gooding. 
It did not spring from any deep inner vision. In a recent PriceWater- 
houseCoopers study of CSR policy, it was reckoned the vast majority 
of firms that buy into CSR do so to avoid the negative consequences 
of bad publicity. Working conditions and environmental policies 
do often get improved by these defensive reactions, as in many Nike 
factories, but the motivation is not one that builds spiritual capital. It 
is a more childish, a more expedient, a more calculated “Ill protect 
myself by helping you” strategy. Again, such defensive do-gooding 
can backfire by deepening consumer cynicism. 

The third and deepest level of CSR issues from a genuine wish to 
do some good that lies at the heart of a company’s basic vision. 
Merck’s wish to bring medicine to the people who need it, Starbucks’ 
commitment to paying coffee growers a decent price for their beans 
and to building health and educational infrastructures in growers’ 
communities, Hewlett-Packard’s wish to provide the community with 
excellent, reliable, and affordable communications systems com- 
bined with contributions to community projects, many of Nokia’s 
values-related company and community policies, Coca-Cola’s widely 
based program to build health clinics throughout rural China, all 
these are at this deepest level of CSR. Companies that buy in at this 
level have it as part of their basic vision that one good reason for 
creating wealth in the first place is the good that that wealth can do. 
This level does build sound spiritual capital. 


The Wealth We Build 
by Building Ourselves 


Earlier, I described spiritual capital as wealth that serves “deep sus- 
tainability,” wealth that builds and sustains and takes forward the 
core purpose of our whole human enterprise. Broader than social 
capital, spiritual capital makes us reconsider the very meaning of 
human life and raises the question of how we ourselves can build 
broader and richer lives for ourselves. Lives that are richer in mean- 
ing and purpose, lives that leave us with a sense of fulfillment 
because they are lives that have made a difference. If we are busi- 
nesspeople, we do this by building our business lives. But whether in 
public or in private, we build spiritual capital by building ourselves. 
So what does it mean or require to “build ourselves”? It means to 
grow as human beings, to engage in reflection and activities that put 
us in touch with the deeper core of our humanity. It means to find 
some space to get out of the noise and rush of daily life to feel for at 
least a few moments each day the reality of our inner lives. Building 
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ourselves means doing things that enrich our self-awareness, our 
qualities of compassion, service, humility, and gratitude. It means 
exposing ourselves to some of that “deep stuff” that the cynical exec- 
utive quoted at the beginning of this book said we don’t need to run 
our companies. 

Building ourselves, as is so often been said by spiritual leaders 
throughout the ages, is also more a matter of being than of doing—a 
process of building a way of being. We can’t build a way of being 
simply by learning a new technique, reading a quick book of “10 Easy 
Steps to Higher Consciousness,” or by attending a weekend workshop. 
And we certainly can’t build a new way of being by cynical maneuvers 
aimed at impressing other people. Such behavior is usually seen 
through very quickly. To become better, deeper, more spiritually intel- 
ligent people, we have to grow a dimension of our being that is sensi- 
tive to the deepest meanings of human life—a sensitivity, if you like, to 
Plato’s famous triad of values: Goodness, Truth, and Beauty. We must 
live our lives as a vocation, as a calling to the service of those deepest 
values. To do that, we must act from the higher motivations that can 
drive human behavior. This is a long-term project, requiring tenacity 
and commitment. Looking at the full range of human motivation and 
presenting ways to learn to act from higher motivation forms a large 
body of this book. Raising our motivations in life is critical to bringing 
about the cultural shift that many of us desire. 

I will turn now to a discussion of human motivation and to 
the range of motivations available to us. Later chapters will indicate 
how we can use higher motivations to shift both our being and our 
behavior. 


The Motivations That 
Drive Us 


he first two chapters have painted two very different pictures 

of the world. In the first, the Erisychthon scenario describes 

capitalism and business as we know them today: an amoral 
culture of short-term self-interest, profit maximization, emphasis on 
shareholder value, isolationist thinking, and profligate disregard of 
long-term consequences. | have argued that it is unsustainable. The 
second scenario is that of spiritual capital: a values-based culture in 
which wealth is accumulated to generate a decent profit while acting 
to raise the common good. It combines the political values of both 
right and left. Its emphasis is more on what Tony Blair has called 
“stakeholder value.” But I would include as stakeholders the whole 
human race, present and future, the vitality of our shared culture, 
and the well-being of the planet itself. Spiritual capital nourishes and 
sustains the human spirit and is the necessary future if we are to 
have a future at all. The crucial question is how we can move from 
one scenario to the other. 


Any great shift of consciousness or culture requires first that we 
understand both the negative consequences of staying where we are 
and the motivations that have put us there. Why are we here in this 
predicament now? Just exactly where are we starting from? And then 
we need to envision the future. What shift are we trying to make? 
What are its attractive features? And what motivations would we 
need to get there? This need to understand motivations and how to 
shift them is critical to outgrowing the crises of today’s capitalism. 
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I believe that four primary motivations drive capitalism and busi- 
ness as we know them today. These are the motivations that form the 
culture inside which so many millions work. They are sel/fassertion 
(competitiveness), anger, craving (greed), and fear. The culture is 
highly competitive, often dog-eat-dog, and competitive people reap 
most of the rewards. Anger builds because people feel a sense of 
injustice, a lack of fairness and representation, a resentment that they 
are just pawns in a larger game. The greed needs no explanation. It is 
the primary driving force of big business today. The fear comes from 
a fear of making mistakes, a fear of being told off, a fear of getting 
fired. This is the heavy baggage, along with its accompanying atti- 
tudes, behavior, and emotional driving forces, that we have to shift. 

Such motivations are all negative. They are all associated with 
what Abraham Maslow described as “deficiency needs,” needs 
shared with the lower animals that don’t in themselves take us to the 
level of being fully human. These will never take us to the higher 
level of spiritual capital. 

I have outlined at least some of the negative consequences that 
follow from the motives and narrow values of business-as-usual. 
These include the depletion of resources, ignoring and thereby imper- 
iling future generations, a sense of meaninglessness, and the great 
stress to which that leads. Many of these consequences contribute to 
a leadership crisis in this culture, with the “brightest and the best” 
migrating toward the more idealistic professions. We live in a culture 
riddled with corrupt self-interest, fueling both distrust and terrorism. 
The prominent position of such an amoral business culture driven by 
self-interest and greed lowers the moral standards of society at large. 

At the same time, acting from higher motivations makes us happier 
and more stress-free. It was Maslow himself who originally suggested 
that for those people who have achieved basic shelter and livelihood, 
acting from a wish to increase self-esteem or self-actualization (posi- 
tive motives) carries much more meaning and contentment than acting 
from lower motivations like self-preservation, self-assertion, or a desire 
for more money (negative motives). I quoted a more recent motiva- 
tional study along these lines in Chapter One. According to American 
psychiatrist David Hawkins, acting from higher motivations also 
greatly increases our personal power. 

It is easy to envision some of the positive consequences we 
might expect from a business culture inspired by spiritual capital. 
This culture would steward and renew vital resources, and it would 
include future generations as stakeholders. Its broader vision and 
deeper values would inspire participants, replacing much of today’s 
stress with a sense of fulfillment and making leadership within it a 
higher vocation. Corrupted self-interest would be replaced with dedi- 
cation, and its deep compassion (active compassion) would address 
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TABLE 3.1 Two Scenarios 


Scenario 1 Scenario 2 

Business-as-Usual Spiritual Capital 

Depletes resources Preserves and renews resources 

Ignores future generations Sees future generations as 
stakeholders 

Personally dispiriting Inspiring 

Egotistic leadership Leadership as a vocation 

Stress Sense of fulfillment 

Corrupted self-interest Dedication 

Fuels terrorism and unrest Addresses inequality and anger 

Fear Hope 


the inequality and anger that fuel both terrorism and social unrest. A 
values-based business culture such as this could raise the moral 
standards and vision of politicians and society at large, as well as 
bringing more happiness and a more significant sense of meaning to 
the many individuals concerned. 

The higher motivations needed by a critical mass of the business 
community to ensure these more positive consequences are mastery, 
creativity, and higher service. But to show the implications of this, to 
put it in context, and to suggest ways to activate such motivations, 
I need to present a broader picture of the full range of human motiva- 
tions and of how we can shift from lower motivations to higher ones. 

The study of human motivations is as old as our ability to reflect 
on one another’s behavior. It is a primary quality of our intelligence 
(IQ as well as emotional and spiritual intelligence) to ask why?—and 
motivations are what we describe when trying to explain our own or 
one another’s behavior. In the Bible we read that Cain killed Abel 
because he was motivated by jealousy and envy. The “seven deadly 
sins”—lust, pride, gluttony, and the rest—are in fact seven negative 
motivations that drive our behavior. The Ten Commandments were 
an early attempt to shift that culture. Freud thought, pessimistically, 
that all human behavior is driven by the two primary motives of sex 
and aggression. Various therapists since have tried to counterbal- 
ance this by stressing motives such as love, altruism, and service. 

Abraham Maslow, whose hierarchy of needs I discussed in Chap- 
ter One, was the first to present an organized scale of all motiva- 
tions, from the most basic to the most lofty. He listed survival as the 
most basic motivation, then a need for security, followed by a need 
to belong or to be loved. These are his “deficiency needs.” For what 
he called “higher needs,” he described self-esteem, self-actualization, 
and peak experience. 
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In the years since its publication, Maslow’s hierarchy has 
inspired many attempts to develop motivation theory further, with 
psychologists, doctors, and scientists like R.B. Cattell, Jan Marshall, 
David Hawkins, and Daniel Goleman publishing more elaborate lists 
of motivations and different scales or hierarchies. These particular 
approaches pretty much correlate with one another. There are 
many, many others, but still no broad consensus among psycholo- 
gists about the full range of human motivations nor which to empha- 
size. I have decided to use Marshall’s scale in this book because it 
has evolved together with our joint work on spiritual intelligence, 
and it provides an essential insight into the way that a motivational 
shift can happen. Its close correlation with Cattell’s list of motives 
grounds it in experimental psychology. This scale offers a new way 
of systematically diagnosing the motivational and emotional founda- 
tions of where a culture or an individual is now, and then suggests 
ways to shift the present state to a more desired future one. The 
diagnosis is made with emotional intelligence rather than traditional 
IQ, and shift occurs through applying spiritual intelligence. 


The Scale of Motivations 


Ian Marshall is a practicing medical psychiatrist and psychotherapist 
with a Jungian background and leaning. His Scale of Motivations, an 
earlier version of which was published in 1997, was derived from 
more than forty years of clinical observation of patient behavior and 
response.! As pictured below, it draws from Maslow’s pyramid of 
needs, but extends Maslow’s original six motivations to sixteen, 
eight positive ones and eight negative. These are arranged in a hier- 
archy from —8 to +8 and have the unique property that the positive 
and negative legs of the scale mirror one another. Thus +3, power- 
within, mirrors and is paired with —3, craving; +1, exploration, mir- 
rors and is paired with —1 selfassertion, and so on. This has great 
implications for use of the scale. 

As implied by the numbering, it is better to have a motive of +3 
than one of —1, but it is also better to be at —1 than at —4. Our per- 
sonal effectiveness increases, and our behavior improves or has a 
more positive outcome, as we progress up the scale. A leader driven 
by fear (—4) will adopt far more reactive and defensive strategies 
than a counterpart who is driven by se/fassertion (—1). This has 
clear implications for risk management. Fear leads to behavior that 
is risk averse, or perhaps desperate; selfassertion may lead to over- 
confidence or carelessness. 

In fact, not just our strategies but the even deeper cognitive 
processes underlying them alter as we move up or down the scale. It is 
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Figure 3.1 Scale of Motivations 


clear that motivations drive behavior, but they also drive thinking. 
Each motivation is a whole paradigm, embracing assumptions, values, 
aspirations, strategies, relationships, emotions, and behavior. It could 
be said of a paradigm what the philosopher Ludwig Wittgenstein said 
of tools: “If all I have is a hammer, everything looks like a nail.” If I have 
the paradigm of fear, everything looks like a threat. To borrow the 
language of the new sciences of chaos and complexity (discussed at 
greater length in Chapter Six), a motivation acts as an “attractor” for 
our patterns of thought, just as the various numbered holes on the 
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surface of a pinball machine act as attractors for the silver balls the 
player fires. A person motivated by anger (—2) will use a very different 
decision-making process from that used by one who is driven by gre- 
gariousness and cooperation (+2). The angry person will be preoccu- 
pied with blame and a desire for retribution, and will seek strategies 
that bring this about, because everything that happens seems to be 
caused by an opponent or enemy. The cooperative person will be 
concerned with finding a balanced analysis of any problems and devel- 
oping a consensus, seeing others as prospective partners, and appro- 
priate strategies will follow. 

Therefore any move up or down the scale of motivations also 
represents a paradigm shift. The visions, goals, and strategies (and 
therefore the results obtained by a corporation or a government or 
educational system) will be radically different depending upon those 
organizations’ underlying motivations. It is clear from this that any 
growth or transformation process aimed at altering behavior 
(habits), attitudes, or emotions is bound to fail if it does not address 
motivations first. Shifting motivation is the only stable way to shift 
behavior. Motivations are causes; behaviors are effects. If we hope to 
see a shift from self-consuming to sustainable capitalism, we have to 
find some way to shift the corporate world’s present driving motiva- 
tions of fear (—4), craving (—3), anger (—2), and self-assertion (— 1), to 
the more positive ones of exploration (+1), cooperation (+2), power- 
within (+3), and mastery (+4). This is the momentous paradigm shift 


Seven Questions to Ask When Using the Scale 
of Motivations 


1. What motivations drive us as individuals or as a culture 
in the present? 


2. How do these motivations affect our behavior and 
strategies? 


. What results do we get? 
. Where would we like to be? 
. What motivations are needed to get there? 


ao on BR W 


. What do we need to do to make the motivational shift 
happen? 

7. What kinds of behavioral and strategic changes will 

we see? 


Questions 1 and 2 require the diagnostic skills of emotional 
intelligence; 4 and 5 will require spiritual intelligence. Question 
3 requires a bit of each. 
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envisaged when I speak of creating spiritual capital, and the rest of 
this book is about making it happen. 


One further way to take advantage of the Scale of Motivations is to 
make diagnostic use of its positive and negative mirroring. Among 
other things, this mirroring (of +4 and —4, for instance) allows us to 
attach weight to the force of a motivation with respect to another 
motivation. Using it, we can derive by simple arithmetic whether the 
motivations of one individual or culture can contain those of 
another, or whether they will be overwhelmed by them in some posi- 
tive or negative way. 

An angry person (—2) can never contain another angry person. 
They just clash and make things worse. Nor can a cooperative per- 
son (+2) have much effect on an angry person (—2). They just can- 
cel each other out. However, an angry person’s anger state (—2) can 
be raised by another person who is at least at +3, power-within. By 
the same token, an angry person (—2) can be dragged further down 
into fear (—4) by someone who is motivated by desperation 
(anguish, —5). This simple arithmetic lays the foundation for a new 
kind of motivational dynamics. 

The arithmetic allows us to diagnose our relative position on the 
scale, and helps us to decide whether we can be of some use to 
another or to a situation, or whether we are simply threatened by 
them and need to disengage. This can enable us to evolve a strategy 
for how to handle the situation. 

The positive and negative mirroring of the scale’s motivations 
also allows us to identify what Jung would have called the 
“shadow” characteristics of any given motivation. Those are the 
characteristics we choose to disown or to project onto another 
because we can’t bear to own them. The shadow is the “underside” 
or the “dark side” of a quality or personality trait. Thus anger (—2) is 
the shadow of cooperation (+2); damnation (depersonalization, —8) 
the shadow of salvation (enlightenment, +8). Jung believed that an 
individual’s or a culture’s shadow provides an unconscious energy 
dynamic that greatly affects actual behavior. Our shadow haunts us 
and brings unwanted consequences. All the negative motivations 
on the scale are shadow motivations. That is, they result in self- 
defeating strategies. From the scale, it is clear that the four 
negative motivations that drive today’s capitalism and business 
ethic mean that capitalism is living out of its own shadow. From 
there, it has inspired the same negative motivations in at least one 
of its enemies—terrorists, too, are driven by fear, craving, anger, 
and selfassertion. 
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Daniel Goleman has described self-awareness (“Recognizing a feeling 
as it happens”) as the “keystone” of emotional intelligence.? He says 
that it is our primary required emotional competency. It is with 
honest, strong self-awareness that we must find our place on the 
Scale of Motivations. Yet this is more easily said than done. Because a 
motivation supports a whole paradigm—all our thoughts, percep- 
tions, and assumptions—it is very difficult, if not impossible, for most 
individuals to diagnose their own position on the scale, especially if 
they are in some negative state. Self-awareness is the paramount 
competency of emotional intelligence, but it is also the most difficult 
to achieve. 

Most of us live a tissue of lies, or at least illusions, and most of 
these are about ourselves or our group. Take the case of a global 
insurance company I once observed. This company had articulated 
its values as the “Four T’s”—truth, trust, transparency, and team- 
work. Employees basked in a feel-good factor about these values. 
They would have placed the company quite high on the scale, proba- 
bly ranging from +1 to +4. Then one morning a senior executive 
came into the office and threw a suitcase full of women’s garments 
around the office. They were his wife’s. “He’s been screwing her,” he 
shouted, pointing at the CEO’s private office. It turned out the CEO 
had been having an affair with the man’s wife. To spend more time 
with her, he had promoted her beyond her competency to his per- 
sonal assistant, and they frequently traveled abroad together on 
business trips. Employees now felt betrayed and saw the company 
values as a sham. The CEO’s behavior had violated every one of the 
Four T’s, and most people could now see that the company culture 
was really motivated by drives at —4 to —1. 

People who work with paradigms argue that we can never see 
beyond our existing paradigm so long as it works. It is when a para- 
digm breaks down—as in the case of the Four T’s—that its assump- 
tions are exposed as false and we begin to look for a new paradigm. 
Traumatic incidents like that one can shake us out of our illusions. A 
betrayal, a dreadful crisis or failure, a significant loss can increase 
our self-awareness. Then, too, some people are above 0 on the Scale 
of Motivations, and we can gain a learning perspective on our own 
from their behavior. And many people who are at minus positions on 
the scale nonetheless have glimpses or twinges of higher motivations. 

As Daniel Goleman has pointed out, being able interpret other 
people’s emotions correctly and respond appropriately to them is 
also an important part of the diagnostic work of emotional intelli- 
gence. But we cannot properly interpret another’s behavior or emo- 
tions if we do not know the true motives underlying the behavior. 
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If we get these motives wrong, the strategies we devise in response 
to the other will be wrong. 

The relationship between teenaged children and their parents is 
a familiar case of misinterpreted motives. Many parents, indeed 
probably most, relate to their children with motives at +4, mastery, 
or +5, generativity (loving creativity in the service of a higher cause). 
They want the best for their children and take an interest in their 
development. Sometimes this leads to nagging. But teenagers, with a 
newfound instinct for independence and motivated in this case by —4, 
fear (of being repressed), or —1, selfassertion, very often misinter- 
pret their parents’ motives as stemming from their own sel/fassertion 
(-1), anger (—2), or fear (—4) (of letting their children go). This 
leads to strategies of deceit and conflict on the part of the children, 
and often pushes the parents into defensive strategies. 

According to David Hawkins, who constructed his own hierarchy 
of motivations based on assessing the degree of muscle tension 
associated with the attitudes accompanying various motivations 
(kinesiology), 85 percent of us are motivated by drives that score 
less than zero on the scale.’ Of the 15 percent who score above 0, 
only about 4 percent ever get as high as +5, creativity. The vast 
majority, perhaps 60 percent, score between —4, fear, and —1, self 
assertion. We have only to watch the behavior of most public figures, 
be they in business or politics, to see the alarming truth of this. On 
the more positive side, Hawkins reckons that the very few who act 
from higher motivations have a disproportionate capacity to drag 
the rest of us somewhat higher, or at least to make us aspire to 
higher motivations. Intellectual historians argue that all the progress 
ever made by humanity in its forty-thousand-year recorded history 
has been made through the leadership of the top 2 percent. 

In my view, people or cultures whose motivational drives are 
below 0 can’t really assess themselves (or others!) accurately. They 
can’t listen to themselves because their negative paradigms skew all 
incoming data and give them blind spots. An increased self-awareness 
must come from being listened to or by holding a dialogue with others 
who are themselves motivated by at least +1, exploration, or +2, coop- 
eration. Thus even finding ourselves on the Scale of Motivations 
requires that we work with others in dialogue or discussion groups. 
Conversations with disinterested but caring friends can help us assess 
some of our behavior, as of course can professional help—therapists, 
counselors, mentors, priests, or workshop leaders. The practice of 
360-degree evaluation from colleagues and peers can also be very 
effective. In the next chapter I discuss each of the sixteen motivational 
states in turn and link them to characteristic behaviors and strategies 
which we can recognize clearly. 
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Apart from group work, the most effective method for an individ- 
ual to reach a higher state of self-awareness is through some sort of 
meditation practice, for those who can engage in this effectively. 
Meditation takes the mind beyond the distractions and noise of the 
moment to a broader level of awareness that notices causes and pat- 
terns within events. In a meditative state, I can get beyond my anger 
to become aware that I am angry, and then reach a stage of reflection 
or insight as to its causes. Also, each of us has a number of barely 
conscious subpersonalities whose own split-off motivations might 
help or hinder us. “I” may be angry, though there may be a less 
accessible aspect of me that feels an underlying power-within or mas- 
tery associated with deep compassion. Through meditation it is pos- 
sible to become conscious of these subpersonalities and thus better 
able to integrate them and their motivational drives. 

Meditation transcends the whole level of ego awareness where 
motivations dwell, putting the mind more in touch with the deeper 
level of values that underlie motivations in the first place. This can 
move us from the diagnostic use of our emotional intelligence to the 
transformational use of our spiritual intelligence. We move from rec- 
ognizing motivations to shifting them. 


Once we see that we are acting from a lower motivation that has nega- 
tive consequences, or we are inspired by a person or culture clearly 
acting from higher motivations than our own, we naturally want to 
know how to shift our own motivations. How can I get from thinking 
and acting out of —4, fear, to —2, anger, which is at least an improve- 
ment on my situation? If I am more ambitious, how can I move from 
—2, anger, to +2, cooperation? Or how can I prevent myself from being 
dragged down from +1, exploration, to —4, fear? In short, what are the 
dynamics of this scale of motivations and how does shift happen? 

There are two kinds of shift that might happen to an individual 
or a culture with respect to the scale. The first is an external and 
most likely temporary or dependent, shift that can result from the 
influence of others or the environment. I may be in a state of fear, 
—A, and yet, finding myself surrounded by a group of people who are 
at mastery, +4, I may for a time become more self-confident. As a 
group, perhaps we can handle the threat. However, I will not really 
have addressed the underlying causes of my fearfulness and may fall 
back without the support of the masterful group. 

Recent history provides a real case of individuals returning 
to their original motivations and attitudes once divorced from group 
pressure. The American GIs who were captured by the Chinese 
during the Korean War were brainwashed, and happily appeared on 
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television criticizing capitalism and the United States. They had 
become “good communists.” But within six months of being freed 
and living back in their familiar American environment, every one of 
them reverted to his earlier patriotic attitudes. 

The second kind of possible shift is deeper, internal, and much 
more lasting. This results from examining original motives, coming 
to understand the purposes and values that underlie them, and 
then shifting those values themselves. The consequent motivational 
shift brings about a paradigm shift. This is the kind of motivational 
shift being sought in McKinsey Australia’s spiritual intelligence lead- 
ership program, where the whole top two thousand employees of an 
organization are put through a program that assesses motivations 
and values. 

I haven’t yet laid the full groundwork to discuss internal, 
paradigm-shifting motivational change. That will require bringing spiri- 
tual intelligence into the discussion, which is the work of the next 
three chapters. But at this stage, it is already possible to see how envi- 
ronment or emotional intelligence influences how people can move up 
or down on the scale. This external dynamic can be articulated in four 
basic principles. 

Principle One: A negative person or culture cannot help another 
on the negative scale. Two people stuck at anger (—2) will just spark 
each other off and make each other more angry. Two assertive 
people at —1 will get locked into a power struggle. Similarly, using a 
negative motivation to make a change in a situation can only result 
in getting to some other negative motivation. For instance, as noted 
in Chapter Two, Nike reacted out of fear (—4) to customer loss over 
sweatshops employing child labor in Southeast Asia. Its management 
changed company policy and offered their Asian workers better con- 
ditions. But this only brought company motivation one step higher, 
to craving (—3). They wanted to get profit back on track, and improv- 
ing the conditions of their workers was just a necessary means 
toward that end. 

Principle Two: A person at —3, craving, is just cancelled out by a 
person at +3, power-within. Equality of opposites is not enough to 
change the motivations of either person. To have the power to raise 
another up the scale, someone must make what chess players call a 
“knight’s move.” That is, it would take someone at +4, mastery, to raise 
a —3 to —2 or higher. This principle usually underlies the philosophy 
behind dialogue groups or mentoring—the notion that a dialogue facili- 
tator or a mentor (or a workshop leader) is at a higher motivational 
level than the rest of the group and can thus raise the game. 

Principle Three: An individual at +4 can contain another who is 
coming from —3; but an individual who is only at +2 can be dragged 
down by someone who is at —3. Thus a culture or a group higher up 
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on the scale can raise the game for those lower down. This is the 
point of having priests, good teachers, master artisans, and servant 
leaders in society. They inspire us upward with their example or 
vision. But it is also the case that a culture can drag individuals 
down. Most children, for instance, begin at 0 on the scale in infancy 
but quickly move on to exploration (+1). They begin school filled 
with curiosity a sense of wonder. But much of the educational sys- 
tem is motivated by fear (—4) or craving (for control, —3). This very 
quickly reduces most children’s educational experience to one of 
—3, a craving (for credentials), or worse still, —4, fear (of failure). 

At a graduate business school in South Africa, an “idealism” sur- 
vey was done on two groups of MBA students. The first group were 
young people just fresh out of university. They were found to be 
very idealistic in their work aspirations. They acted out of explo- 
ration (+1), cooperation (+2), and power-within (+3). They hoped to 
reach mastery (+4) through their MBA work. The second group were 
older MBA students who had worked in the corporate world for at 
least ten years. They were very low in idealism, filled with anger, and 
quite cynical. Ten years in a corporate culture whose driving 
motives are —4, fear; —3, craving; —2, anger; and —1, self-assertion 
had dragged these people down to its own level. /f we want to change 
the motives and behavior of people within corporate culture, we must 
change the underlying motivations of that culture itself. 

Principle Four: We can use our emotional intelligence (primarily 
self-awareness and emotional control) to move up the scale, provided 
this is accompanied by a wish not to hurt others or not to make a 
situation worse. For instance, if I know that I have a bad temper 
(—2, anger), I can make a great effort not to lose it. Now I am acting 
out of +2, cooperation, or perhaps even +3, power-within (self- 
mastery). But this kind of move begins to take us into the deeper 
territory of underlying values, and thus of spiritual intelligence. In 
this example, it is an underlying value of not wishing to cause harm 
that really shifts me to a higher motivation. 

From now on I will focus on what spiritual intelligence is and 
does, and how using it can bring about a paradigmatic motivational 
shift. The shift from capitalism and business as we know it to spiri- 
tual capital requires such a shift. It requires raising the negative 
motivations that drive present business culture to higher, positive 
ones. But first, in the next chapter, I provide an outline of each of the 
sixteen motivations on the scale and an indication of the behavior 
and strategies to which it leads. 


Applying the 
Motivational Scale 


he sixteen motivational states described on the scale are, as | 

said, “attractors” or whole paradigms that encompass behav- 

ior, emotions, attitudes, assumptions, values, thinking 
processes, and strategies. Thus to know the motivation or set of 
motivations driving individuals or whole cultures is to know a great 
deal about their internal state as well as how they will react with and 
influence their environment. It is to know the individual or organiza- 
tional “psychology” and to be able to predict their approach to 
action—and its effectiveness. 


We can assume from historical accounts of his past and his emo- 
tional reaction to Germany’s humiliating defeat in World War One, 
and his own disastrous failure as an artist, for instance, that Adolf 
Hitler was motivated by guilt and shame (—7), craving (for power and 
glory, —3), anger (—2), and a good bit of selfassertion (—1). These 
motives were apparent in Hitler’s speech and body language, as well 
as in the aggressive strategies he evolved. If world leaders had been 
able to see this during his rise to power, they would have had little 
difficulty believing that his Reich might pose a great threat to sur- 
rounding countries and to certain ethnic groups within Germany. 
Perhaps, seen at an earlier date, this would have allowed allied coun- 
tries to counter Hitler’s threat from a position of power-within (+3) 
or mastery (+4). Instead they waited until he began invading Austria 
and Poland, and then they responded from a position of fear (—4). 
Eleven million people died because they got it wrong. 
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This extreme example serves as a reminder that no good can 
come from negative motivations. As David Hawkins puts it, “All 
[motivational] levels below [0] are destructive of life in both the indi- 
vidual and society at large; all levels above [0] are constructive 
expressions of power.”! A person or a culture must be at at least +1 
to have a beneficial effect either personally or on the world. The 
crises of capitalism are the crises of negative motivation. 

As I describe each of the motivations in turn, I do so in their pos- 
itive and negative mirrored pairs. Thus I move up and down the 
scale simultaneously, letting each shadow—negative—motive come 
just after its positive equivalent. This is important for understanding 
the dynamics of internal shift when we come to that. 


Familiar Motivations 


The motives between +4 and —4, the most common, were all picked 
up by R.B. Cattell’s statistical (factor analytic) studies of ordinary peo- 
ple. Beyond these limits is more the territory of genius and sainthood 
on one hand and of psychosis or nervous breakdown on the other. The 
vast majority of any working population will fall between +4 and —4. 


The position of neutrality is not itself a motivation. It is either our 
starting point as infants, or our life-changing crossover point from 
being driven by negative motivations to acting from more positive 
ones. It is like the neutral position in a car’s clutch system, free and 
ready to go, but with no direction yet determined. Many of us 
awaken fresh in neutral each morning, before the memories, images, 
and emotions from the day before rush in to fill our consciousness. It 
is like the tabula rasa described by the philosopher Descartes—the 
tablet on which nothing is yet written. 


Exploration is associated with curiosity, a sense of wonder, and an 
open, willing attitude to whatever life throws in our path. It is very 
common in young children. It reflects a desire to know our way about 
a scene or a situation, such as that first exploration we do when we 
arrive at a new tourist or residential destination. People with this 
motivation are in open dialogue with their environment; they look 
and listen and they easily engage. Exploration is a recognition that we 
need to know, to learn, to explore, and that it will be fulfilling to do 
so. It involves us in reading books, papers, and magazines—anything 
that will teach us more and allow us to engage with our environment 
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actively. It makes us good students and willing, attentive employees. 
People driven by this motivation are usually interested in music, art, 
and film. They love traveling to new places and are enthusiastic 
about solving new problems or meeting new challenges. They like to 
know how things work, and they pursue knowledge and learning for 
their own sake. All their strategies will be bent on reaching out, on 
extending their skills, knowledge, or area of activity. They will be 
drawn to innovation because it excites them, and they will greet 
adverse circumstances with a “What can I make of this?” attitude. 


This motivation is associated with thoughtlessness, unbridled com- 
petitiveness, too much pride, self-centeredness, and aggression. 
David Hawkins comments that there is enough energy in this motiva- 
tion to drive the U.S. Marine Corps. Like the Marines, self-assertive 
people are always charging over some hill, imposing their will and 
structure on the environment, “taking no prisoners.” In business, 
they set out to conquer the market and destroy the competition. 
Their attitude toward learning and knowledge is manipulative. They 
try to assert what they already know, or they engage in learning as a 
means of strengthening their already entrenched position. Thus 
they are not open to learning things that do not further their ends. 
In the end, this is self-defeating. Self-assertive people have a will to 
power that brings them into conflict with anyone who has a strong 
or independent point of view different from theirs. Having two self- 
assertive people or cultures in conflict makes for war, psychological 
or real. They are argumentative and averse to dialogue and must 
have their own way. Self-assertive people are also driven by a need 
for status and self-esteem of a sort dependent on others. They need 
the good opinion or open admiration of others. They care how they 
dress and dress to win further esteem. They will adopt strategies 
that gain them territory or acclaim or that boost their power. They 
play to win, and count the scalps of the losers. They can be pleas- 
ant, but only if they are getting their own way and receiving enough 
respect. 


We human beings are social animals. We need to relate to others 
and usually gain great nourishment from doing so. Some psycholo- 
gists call this tendency our “herd instinct,” but that phrase dis- 
misses the reality without valuing it properly. The bonds that we 
form with our fellows and culture through our gregariousness are 
bonds of fierce loyalty often based on shared values as well as 
shared goals. Gregarious people usually seek company, preferring it 
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to being alone. They like people and enjoy doing shared social or 
work-related activities in company. 

People motivated by gregariousness and cooperation make good 
team members and have a strong esprit des corps. But the stronger 
aspect of this motive is the drive toward cooperation that is 
required if we are to be with others. This causes us to evolve strate- 
gies of pleasing, negotiation, conciliation, and conflict management. 
Cooperative people are good at seeing the other’s point of view, and 
they harbor a natural respect for it even if they disagree. This makes 
them very good negotiators who are also good at drawing out cre- 
ative ideas in others. They are good listeners. Gregarious and coop- 
erative people usually seek social occupations, and are common 
among professions like teaching, coaching, and social work. They are 
the social “glue” of any group or organization, always evolving 
strategies that would bring people together. Every new relationship 
looks like a new opportunity. The motives of +1 and +2, taken 
together, are sufficient for living in a small group, in a static way. But 
evolution and creativity require higher motivation. 


We all recognize anger in others. Angry people are usually very cold, 
carefully holding their emotions in check, or very hot, letting their 
anger spew all over the place. They feel bad and they blame some- 
one or something for that feeling. Bad things in life are someone’s 
fault. As David Hawkins puts it, “Anger as a lifestyle is exemplified by 
irritable, explosive people who are oversensitive to slights and 
become ‘injustice collectors,’ quarrelsome, belligerent, or litigious.” 
They are often rebellious just for the sake of rebelling. Angry people 
seldom feel like cooperating. Where cooperative people seek com- 
pany and thus the resolution of conflict, angry people often reject 
the group or society. They feel spiteful and seek strategies of 
revenge. The other is the enemy, and the enemy must be punished 
or conquered. Vandalism is driven by anger, as is terrorism. Both 
vandals and terrorists feel overlooked or excluded by society. Their 
need for self-esteem is threatened or frustrated and they want to 
lash out with a claim that their existence (cause, values, or what- 
ever) be recognized. Indeed, frustration of one sort or another 
underlies most anger: love or loyalty that has not been requited, 
worth that has not been valued, a point of view that has not been 
heard, a self that has been rejected, denied, or left out. As a business 
strategy, anger leads to finding some way to beat, destroy, or dam- 
age the competition, even if cooperation might have led to a better 
result. In an executive, it can lead to strategies of finding fault. 
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The famous “dirty tricks” campaign British Airways ran against 
Virgin Atlantic was a strategy inspired by a wish to destroy or dam- 
age the competition. BA telephoned passengers intending to fly on 
Virgin and offered them cheaper fares if they would transfer to BA. 


We usually associate personal power with the ability to move or 
dominate others: power-over. But power-over is external power. A 
person has it by virtue of owning something, occupying some posi- 
tion of authority or influence, having a strong body, “being some- 
body.” People acting from —1, selfassertion seek power-over as a 
means of using others to make themselves feel strong or important. 
Unless wielded from a higher motivation, most power-over usually 
creates winners and losers, and conflict results. 

The only person the man or woman motivated by power-within 
really seeks to have power-over is himself or herself. These are peo- 
ple who are centered in themselves, at peace with themselves. They 
know whom they love and what they value and they act from this 
level of love and values. They have integrity in the strict sense that 
they are whole people, as well as showing behavior that is filled with 
integrity. They may also be rooted in their skills, or, if they are ath- 
letes, in their well-trained minds and bodies. The very pleasurable 
sense of “flow” when performing at our physical or mental best is the 
correlate of power-within.? 

People who have power-within are trustworthy. We know where 
they are coming from and know that that is from a place within 
themselves that we can trust. They have a recognizable personal 
style derived from deeper commitments, and they have a strongly 
felt sense of their own identity. These people can be counted on to 
fulfill any responsibility they take on. They often act from a sense 
of responsibility, of loyalty, service, or guardianship (stewardship), 
though they can say no if they disagree. They are more self- 
directed than other-directed, and think quite independently. Since 
their deepest motivation is a sense of their own values and direc- 
tion, they are open to and tolerant of the ways and values of oth- 
ers. They are open to diversity and will often evolve strategies that 
bring many different elements or voices together. If in positions of 
power-over (as parents, as executives), their strategy will include 
empowering others. They will listen to all sides before making a 
decision, and seldom rush to judgment. Their strategies are usually 
driven by a quiet (sometimes fierce) determination. They get 
things done. 
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The Buddha said that craving is the root of all suffering. Most of the 
Seven Deadly Sins are sins of craving. Craving expresses itself as per- 
petual restlessness, a sense of never having enough, of there always 
being something more to want or need. Driven by a sense of inner 
emptiness (the exact opposite of power-within), these people con- 
stantly adopt strategies of grasping. They are greedy people, like 
Erisychthon, people who are never satisfied. Most feel they “are 
owed,” that someone, somewhere didn’t give them what they needed 
or never gave them a break. They want things, but often they don’t 
think they should have to pay for them. Their greed makes them 
materialistic if it is a greed for money or things and it makes them 
jealous if it is a hunger to be loved. Capitalist greed is a greed for 
ever more profit, and damn the consequences. 

Craving makes us jealous because we see, in whatever someone 
else has, something we want. Craving is of course the basis of all 
addictions—overeating, gambling, alcoholism, drug addiction, and 
the rest—and the strategies of the craving person are always the 
strategies of an addict: A quick fix rather than a long-term plan, 
instant results rather than patient plodding or planning, seeking out 
feel-good factors or “highs,” betraying anything or anyone (including 
ourselves) that frustrates satisfaction. Craving people may not be 
trustworthy where the object of their craving is concerned, and they 
are often deeply irresponsible. 


The man or woman (or culture) that has reached +3, power-within, is 
centered in deep personal values. But when our motivation reaches 
mastery, we find ourselves rooted in wider interpersonal values and 
skills—especially those of a profession, a tradition, or a system of 
understanding distinctive of wider thinking or some shared vision. A 
master stonemason wields with his hammer all the skill and all the 
power of master stonemasons throughout history. He draws on his 
craft’s collective pool of wisdom and skill. A master-level executive 
leads with an easy air of authority and inner self-assurance, applying 
an instinct for good strategies and decisions. A master’s behavior and 
decisions always show a sense of inner discipline and of “flow.” This 
is developed and directed by reining in whim and easy desires or 
snap decisions through disciplines like meditation or prayer, or 
through constant practice of a skill or an art. At the level of mastery, 
we see the bigger picture or are in tune with a larger pattern, and 
thus our strategies are more complex and look to the longer term. 
We'll seek long-term objectives and constantly reframe those objec- 
tives as we take in new information. Because we are in touch with a 
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wider pool of potentiality through being grounded in the collective 
wisdom of our tradition, we will see opportunities and possible inno- 
vations where others don’t. The martial art of Aikido develops 
power-within; Shao-Lin Kung Fu, featured in the recent Chinese film 
Crouching Tiger, Hidden Dragon, is more a practice of masters. The 
Aikido warrior moves with a sense of personal power, the Shao-Lin 
master with a power “granted by the gods.” 

David Hawkins claims that very few people in our culture get 
above the level of mastery. Only 8 percent to 10 percent achieve mas- 
tery. We find among them most people who have reached the top level 
of their profession or craft—senior doctors, higher executives, first 
violin players in major orchestras, champion athletes, leading (but not 
great) scientists. Winston Churchill and Franklin Delano Roosevelt 
were master politicians, Marie Curie was a master scientist. 


Fear is associated with anxiety, suspicion, a sense of being threatened 
or of being too vulnerable. It is the very opposite of being master of 
the situation. Acting from this motive, I seek always to protect or 
defend myself. I see others in my environment as threats or enemies. I 
tend to see opportunities or challenges as possible threats (because I 
doubt my ability to deal with them). I tend to withdraw from people 
(those I feel threaten me) or the environment, and I become timid. My 
body language is defensive, and I avoid taking the initiative or calling 
attention to myself. I don’t volunteer and I don’t take risks. Fear iso- 
lates me from the moment and costs me my spontaneity. Hence the 
expression, “frozen with fear.” The strategies I adopt will always be 
reactive and cautious. They will be ones of avoidance and retreat, or 
they may be passive. Not wanting to rock the boat or draw attention 
to myself, I may act so as to hide my true emotions or aspirations. 
And I may take unnecessary precautions to avoid being blamed or 
criticized. The battery of unnecessary tests and procedures (“defen- 
sive medicine”) for which American medicine is famous stems from 
this fearful strategy. Driven by fear, business executives become risk- 
averse and closed to any kind of innovation or exploration. 


Advanced Motivations 


We get to a place with the next eight motivations where we begin to 
find the exceptional people, either the supernormal and especially 
gifted or the subnormal and especially injured or damaged. These 
are the realms of greatness at the one extreme and of psychiatric ill- 
ness at the other. No more than 4 percent of the general population 
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is driven by these higher or lower motives. These are the people 
whose personalities differ from the norm, perhaps up to the extreme 
of incipient madness—borderline manic-depressive (bipolar) individ- 
uals, or those individuals prone to but not actually in schizophrenic 
breakdown, who are known as schizotypal. There is a well-recognized 
correlation between this “borderline madness” and creativity. The 
same qualities that give rise to unusual behavior confer unusual 
vision or exceptionally sensitive temperament. For such personali- 
ties, the risks of great catastrophe are balanced by the chance of 
great genius. 

We don’t see many of these people at the positive end, but their 
presence in a culture is necessary to raise the motivational level of 
others lower down the scale. Only someone who is at least at +5, 
generativity, or at +6, higher service, can raise another would-be 
leader from +3 power-within, to +4, mastery. Such higher-motivated 
individuals are also necessary to raise the motivational level of a cul- 
ture, because it is they who bring in the creativity and freshness of 
new energy. It is among the positive ones of them that we will hope 
to find the “new Knights Templar” of corporate generativity and ser- 
vice (see Chapter Ten). 


Generativity is a special manifestation of creativity. It is creativity 
driven by love or passion. It stands in what Martin Buber would have 
called an [thou relationship to the medium of its output. A painter 
loves color and the practice of art. Albert Einstein said that he loved 
mathematics; Isaac Newton felt a great awe and love for the universe 
he wished to explore. This love or passion gives generative people a 
sense of playfulness about their creativity. They enjoy it and identify 
with it. The work is the life. The story that the chemist Friedrich 
Kekule dreamt his ground-breaking image of the benzene ring is 
famous. But it is less well known that in Kekule’s dream, the six car- 
bon atoms that made up the ring were holding hands and dancing. 
Kekule had a child’s sense of fun about his work. 

Because their creativity is so closely linked to play, generative 
people are often generative in many directions. They just spark off 
creativity, and are excited by anything that arouses their interest or 
curiosity. So their creativity is not necessarily in service to anything. 
It is just driven by an unbounded love. The strategies they adopt 
are always strategies of learning or discovery. They are playful 
strategies—seeing what will happen “if,” and delighting in it whatever 
it is. They readily take risks. 

Masters (+4) draw out the potentiality within their shared tradi- 
tion. They are the leading expressers of a tradition. Generative 
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people create new traditions, new paradigms. They love and are 
drawn to the unknown or the unexplored and their creative gifts 
allow them to give new shape to the unformed. The German poet 
Rilke would have called them “the bees of the invisible,” restlessly 
gathering the nectar that becomes the visible for others. Most of the 
very great names that we remember from human intellectual and 
artistic history were people motivated by generativity, from Plato to 
Picasso. Very great scientists like Newton or Einstein were driven 
by generativity, as are some of today’s great businessmen. Steve 
Jobs at Apple Computer was one, Konosuke Matsushita who created 
Japan’s electricity industry, Henry Ford, probably Bill Gates and cer- 
tainly Virgin’s Richard Branson are a few others. Branson is a partic- 
ularly good example of generativity at work because his boyish cre- 
ativity sparks off in many different directions. He lists “having fun” 
as one of Virgin’s core company values. 


Hamlet’s famous soliloquy, “To be or not to be, that is the question,” 
is the cry of an anguished man. Unlike grief or mourning, the neces- 
sary and healthy reaction to loss, anguish arises from a sense of 
being lost or helpless for what to do or what to decide. It comes from 
a sense of blocked potential. The generative process itself is 
blocked. We wring our hands and feel despair. We feel stuck, caught 
in the moment, with little prospect for movement. Anguish often 
results from incurable tragedy—having a damaged child, being an 
athlete who has lost physical agility, or being infertile and desper- 
ately wanting children. Retirement can bring it on, or immersion in a 
situation that we feel we can’t handle. 

Anguished people have no strategies because their very anguish 
arises from the fact that they can see no strategies. Everything 
seems impossible. This is, of course, an important component of 
depression. But although people living with anguish are suffering, 
they have not lost all hope, as is the case with —6, apathy. 


Higher service is the motive that drives the servant leader, the high- 
est and most dedicated form of leadership possible. All great leaders 
serve something from beyond themselves, but the servant leaders, 
or “knights” as I think of them, serve transpersonal values—things 
like goodness, justice, truth, the alleviation of suffering, the salvation 
or enlightenment of others. All leaders serve their fellows, their com- 
munity, their country or company, but servant leaders ultimately 
serve their own notion of the highest or most sacred. The best of 
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them serve that longing in the human soul that conjures up visions 
and possibilities. They have a sense of vocation, of being called to 
serve, and in answering to this they find their own deepest peace, 
their own destiny. This is focused creativity, going beyond +5. 

Servant leaders, or knights, make things happen that others have 
found impossible, they create new ways for human beings to relate 
to one another, new ways for companies to serve society, new ways 
for societies to be. The Buddha, Moses, and Jesus were such leaders. 
In our own times we have had the good fortune to be served by 
Gandhi, Martin Luther King Jr., Mother Teresa, Nelson Mandela, and 
the Dalai Lama. But there is no need for such greatness in servant 
leadership. Any of us can be a servant leader if we act from the 
motive of higher service. 

Servant leaders necessarily deal with power, but they do so 
through humility and personal surrender. Power is always used to 
further the good they serve, never to aggrandize themselves. As 
Jesus said, “Not my will, Lord, but thine.” For the enterprising and 
very determined personality types who naturally become leaders, 
such surrender is not easy. Its very possibility is an act of grace. 

The strategies adopted by servant leaders will often be bold and 
large scale. They will be canny strategies that recognize the best and 
the worst in people and know how to use both to further the cause. 
They usually have a panoramic vision of the possible, like Gandhi's 
dream of Indian independence and the nonviolent path to achieving 
it or King’s dream of a society freed from racism. 

The nineteenth-century Indian philosopher Vivekenanda said, 
“This universe is just a gymnasium in which the soul is taking exer- 
cise.” Vivekenanda was one of those who inspired Gandhi’s view of 
“trusteeship,” his own particular vision of servant leadership. 
Ghandi said that when an individual or a company obtains more than 
their proportionate share of the world’s wealth they should become 
a trustee of that portion for God’s people. This is the vision we now 
need a critical mass of business leaders to adopt if we are to move 
from capitalism as usual to spiritual capital. 


we 


If Hamlet is the man of anguish, Macbeth is the man reduced to 
apathy. “Tomorrow and tomorrow and tomorrow/Creeps in this 
petty pace from day to day,/To the last syllable of recorded time/ 
And all our yesterdays have lighted fools/The way to dusty death. . . 
[Life] is a tale/ Told by an idiot, full of sound and fury,/Signifying 
nothing.” Macbeth has seen all his dreams and schemes come to 
nothing and now he feels that he is nothing. He is the embodiment of 
the existentialist philosopher Sartre’s “Man is a useless passion.” 
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In apathy we are overwhelmed with a sense of anomie, of having 
no role to play in life. Where the person of anguish suffers as a result 
of being unable to play life’s game, the person of apathy can’t see 
that there is any game to play. Apathetic people have very little 
energy, only barely enough to keep going. They show little interest in 
anything and often neglect themselves and their affairs. They adopt 
no strategies because nothing seems worthwhile. This is a very deep 
form of depression. It may be the norm for Third World people who 
are just at or only slightly above survival level. 


The servant leaders at +6 is rooted in their “God,” but their calling is 
to be of service in this world of daily affairs. At the next level up, +7, 
world soul, people see themselves, others, and nature as parts of the 
divine made manifest. If habitual, this state may be accompanied by 
a withdrawal from the world of daily life, as with monks and some 
artists. These people, perhaps only one in ten million of the popula- 
tion, commune with a world of archetypes and pure forms. They 
see the world bathed in celestial light (Wordsworth), or are inspired 
by the voices of angels (the poet Rilke). They have lost the craving 
to be themselves, the sense of ego, and hence the sense of limitation. 
They dwell at, or sometimes reach, a level of awareness that tran- 
scends space and time and thus have a sense of immortality, of the 
infinite. Their consciousness has become one with the collective 
unconscious of our species (and sometimes that of other species) 
and when they do speak or create works of art it is as though 
through these utterances we hear the voice of the collective uncon- 
scious. Mozart’s music was literally dictated from this level. He said 
that he merely wrote down what he heard. Dante’s vision of both the 
Inferno and of Paradise comes from these realms of the divine and 
archetypal. So, too, does Shakespeare’s genius for seeing and bring- 
ing to life the disparate points of view in a complex array of human 
characters. “All the world’s a stage, and all men and women merely 
players,” and Shakespeare saw them from the vantage point of a 
celestial playwright. 

Most of us will never reach this mystical level of motivation as a 
stable state, and indeed would not aspire to do so, but at least half of 
us do have intimations of it through occasional (or once-in-a- 
lifetime) mystical experiences of oneness, beauty, peace, or love. We 
also gain intimations of it through the great works of the geniuses 
who dwell there, and this is why art, music, and literature are so nec- 
essary to the human soul. 

For people at +7, motivation is toward celebrating the divine 
aspect of the world, and thus toward any strategies that further that 
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cause. Distractions will be painful or indeed beyond being heeded, 
as these people’s calling is to a world beyond the world. Some 
people enter this realm prematurely, as an escape from worldly 
problems. Their worldly personalities are often immature or dam- 
aged, and many of the great among them have ended their lives in 
early death or madness. 


Shame and guilt fill a person with an almost exactly opposite sense of 
being to that experienced by world soul. When overcome by the 
motivations of —7, I feel wholly apart from any meaningful or deeper 
level of reality. Indeed, I feel out of joint with existence—that I have 
no right to be here, or that my presence in some way makes the 
world a worse place. I experience myself as a wound or a scar on the 
face of existence, and may wish to destroy myself. I simply cannot 
face myself or go on living with my guilt. 

Death rates are high among people driven from this motivation, 
who often resort to ritual suicide. The Japanese tradition of hara-kiri 
results from loss of face (that is, shame and guilt), as did the practice 
of disgraced Roman generals’ falling on their swords. Judas killed 
himself out of unbearable shame. People acting from this level have 
sometimes betrayed their own deepest ideals, and their strategies 
may be ones of self-destruction—either directly through suicide or 
indirectly through drugs, alcoholism, or reckless behavior. But vio- 
lently aggressive or grandiose strategies may result if the shame and 
guilt have resulted from humiliation. Humiliation can also result in 
strategies to harm others, to gain vengeance against them for real or 
imagined slights, or to find scapegoats who can be blamed for our 
unbearable pain. As noted, Hitler had shame and guilt as one of his 
driving motivations. We are, here, at the gate of evil. 


We come at this point almost to a failure of words or images. As 
Lao-tzu wrote at the opening of the Tao-te Ching, “The way that can 
be expressed in words is not the eternal way.” That small handful 
of people in human history who have reached enlightenment and 
written about it can only allude, or speak in metaphor. They speak 
commonly of the total absorption or annihilation of self in “the 
Absolute” or “the nothingness.” The Christian mystic St. John of the 
Cross described it in these terms in “Upon a Dark Night”: 


All things I then forgot, 
My cheek on Him who for my coming came. 
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All ceased, and I was not, 
Leaving my cares and shame 
Among the lilies, and forgetting them. 


That the Absolute is described in so many mystical traditions as 
an emptiness or a darkness follows from our inability to grasp it with 
concepts or images. As St. John says, “It is a lightsome darkness and 
a rich naught.” The Buddhists describe it (Shunyata) as “an empti- 
ness that is full.” Even quantum physics has a vision of the absolute 
ground state of reality, which it calls “the quantum vacuum.” Again, 
the quantum vacuum is empty only of structure and qualities; it is 
replete with possibilities. We must “grasp” (be absorbed within 
them) these naught absolutes in a state of structureless awareness. 

It is possible to have experienced enlightenment and then to have 
returned to the world. The Buddha did so, as did those who have 
written about their experiences. But the return to the world is as an 
altered person, free of all negative motivations and partially identi- 
fied with the experienced divine reality. As St. Paul said after his con- 
version, “Now there lives, not I, but Christ living in me.” Or we have 
in T.S. Eliot’s Four Quartets the thought, “Below, the boar hound and 
the boar, Pursue their pattern as before, But reconciled among the 
stars.” Back in the world, these people live lives of grace. They are at 
peace with themselves and existence. Though they may pass as 
quite ordinary, the ordinary is for them exalted by an inner light. 
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A person who has reached enlightenment is all inner light without 
physical shell. A person who has undergone depersonalization is an 
empty shell with no core. Here, the sense of “I” has disappeared 
because the ego self has disintegrated. There is no “person” left, 
only random utterances and uncoordinated behavior. This is the 
inner world of the hospitalized schizophrenic or the hopelessly 
burnt-out alcoholic or drug addict. This is as close as we get to 
damnation while still alive. There is no further disintegration beyond 
it but death itself. 


Shifting Our Motivations 


These sixteen positive and negative motivations are states in which 
we become fixed. But the whole point of the Scale of Motivations 
(and of this book) is to show that no one need stay fixed, or stuck. It 
is possible to shift our motivations, either upward or downward. 
Upward motivation requires that we pump psychic energy into our 
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system; downward shift happens when a situation or an underlying 
belief or value system drains us of this energy. My goal in this book 
is to stress the possibility and the necessity of upward shift. 
To understand the dynamics of this, it is essential to look more 
closely at the role played by spiritual intelligence (SQ) in our lives 
and decision-making processes. 


SO— Spiritual 
Intelligence 


ats Lederhausen first contacted me a few years ago when I 

was about to visit Sweden. He told me that he had read my 

books, and that he had a problem he wanted to discuss. He 
asked if we could meet. At the time, Mats was the chief executive of 
McDonald’s for Sweden. 


We met in a café on the outskirts of Stockholm. Mats was in his 
mid-thirties, dark, handsome, and in obvious good health. He 
seemed nervous at first, slightly embarrassed by his reason for want- 
ing to see me. “I suppose you could say,” he began, “that I have a 
‘spiritual problem.’ I am still young, I have a beautiful family and 
plenty of money, and I’m at the top of my profession here in Sweden. 
But I’m not happy. I feel there has to be something more that I could 
be doing with my life. I’m not certain that I’m on the right path doing 
the job that I do.” Mats said that he felt deeply concerned about the 
state of the world, particularly the environmental crisis facing the 
globe and the breakdown of community. “Big companies like McDon- 
ald’s,” he added, “aren’t doing enough to face these things.” He came 
from a Jewish family and had been taught as a boy that a man must 
take some responsibility for society. “Yet what am I doing?” he 
asked. “I’m making money. I spend ten to twelve hours of my day 
working for McDonald’s, and I’m not serving any of the things I 
deeply care about. I want to make a difference. Want, if you like, to 
use my life to serve. But I don’t know how. I just know that I want to 
be part of the solution. Not the problem.” Mats feared he was letting 


himself down and being a poor role model for his children. ži 
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“I suppose I can see three options for myself,” he continued. 
“I can stay on at McDonald’s and hope to rise to a position of power 
within the company where I could leverage the changes I would like 
to see. But that’s probably not very likely. I could leave McDonald’s 
and become an independent consultant trying to encourage other 
companies to make big changes. But then, nobody really listens to 
consultants. Or, in extreme, I suppose I could just go off to a Tibetan 
monastery and meditate.” Mats said colleagues in the United States 
accused him of having caught “the Tibetan virus,” and that he 
should just ease his conscience as they did by giving to charity or 
by working with young people on weekends. “But that’s not enough 
for me,” he concluded. “I want to use my professional life to make 
a difference. What should I do?” 

The unease Mats felt, his concern, and his deep need to do some- 
thing about making his life serve some meaningful purpose are all 
signs of what I call his high “spiritual intelligence.” It is an intelligence 
that causes him to wrestle with questions of meaning and value and 
that prods him to want to engage his life with some kind of service to 
some higher or deeper cause. This is the intelligence of the con- 
science, the intelligence that provides the human sense of morality 
and a further sense of the sacred, a sense that life has a deeper 
dimension than the mere “getting and spending” of daily activity. 
Mats didn’t use the actual words, but I think that he wants to use his 
life in business to build spiritual capital. His spiritual intelligence is a 
necessary part of his possibility of doing so. 

Scientists define intelligence as the ability to solve problems and 
the ability to create strategies or to fashion tools that are useful for 
reaching goals. If your goal is to make a lot of money, your intelli- 
gence allows you to form a strategy for how to do so. If your goal is 
to improve the plight of humanity, your intelligence may lead you to 
adopt quite a different strategy for doing that. 

Whether we choose to make money or to improve the plight of 
humanity is, however, a matter of our values, and until very recently 
values have not been thought to bear on intelligence. Values were 
regarded as horribly subjective, intelligence as something measura- 
ble and objective. Today we know better. How can we intelligently 
choose one life goal or strategy in preference to another if we do not 
use our values as a criterion? The paradox raised by that question is 
now leading intelligence theorists to say that serving values is an 
aspect of human intelligence after all. This blows wide open our 
whole understanding of what intelligence includes, and raises the 
likelihood that there is more than one kind of intelligence. 

This new intelligence debate raises the question of whether differ- 
ent intelligences are in play when we set out to create different kinds 
of capital. Does making money (material capital) require a different 
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intelligence from that needed to build strong relationships and trust 
and to serve the community (social capital)? And does a wish to 
improve the plight of humanity (spiritual capital) require a whole 
third kind of intelligence? If so, how do we recognize and choose 
which to employ in given circumstances, which to nurture and grow? 


Three Kinds of Intelligence 


From the beginning of the twentieth century, human intelligence was 
equated with /Q, the Intelligence Quotient. Psychologists at that time 
devised a test that could measure individuals’ IQ scores, and these 
tests were used to sift out the brightest and the best. They were 
used originally by the U.S. Army to choose officer material, but later 
came into general use by universities and employers to distinguish 
potential high-flyers. During the course of the century, taking an IQ 
test at various points during the education and job-seeking process 
became a universal practice. We have all taken one at some point. 

An IQ score measures certain basic and largely inherited (it was 
believed) spatial, numerical, and linguistic abilities, but because it 
was the only measurable intelligence indicator available, it was taken 
as a mark of a person’s full intelligence. It is rare for an IQ score to 
change much during the course of a life. 

By the 1960s, IQ tests and scores became very controversial. 
First of all, it was realized by then that the test was measuring a 
particular kind of intelligence—rational, logical, linear intelligence, 
the kind of intelligence used to solve certain kinds of logical prob- 
lems and to do certain kinds of strategic thinking. It is the kind of 
intelligence nurtured by Western school systems, and it has domi- 
nated Western business. Second, the multicultural awareness of the 
1960s caused psychologists to notice that different ethnic groups 
and different genders scored differently or erratically on the IQ test. 
Either, they had to conclude, something was wrong with the test, or 
else people of different ethnicity, race, or gender had different levels 
of intelligence. Both options were controversial, but the IQ test was 
at that time the only definition or measure of intelligence available. 

It was only in the mid-1990s that Daniel Goleman’s book on “emo- 
tional intelligence” (EQ) changed the whole intelligence paradigm.! 
Goleman’s writing was based on research work at top American uni- 
versities by neuroscientists who noted that human emotions are an 
important factor in human intelligence. If our emotions are healthy 
and mature, and there is no associated brain damage, we use what- 
ever IQ we have more effectively. If, however, the emotions are 
damaged or immature, or there is damage to the brain’s emotional 
center, then we may not use whatever IQ we possess either wisely or 
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appropriately. If the mechanisms with which we feel are damaged, 
we think less effectively. This is obvious in the commonsense case of 
the classic “absent-minded professor” who is brilliant at some intel- 
lectual subject, but who cannot tie his own shoelaces. The contrary 
is also evident in people of supposedly lower intelligence (lower IQ) 
who happen to be very gifted in working with people. 

Emotional intelligence is an intelligence associated with how well 
we relate to and understand other people and the situations within 
which we encounter them. It is also associated with our ability to 
understand and manage our own emotions of fear, anger, aggression, 
or resentment. As Goleman said, “If we can’t control such emotions, 
they will control us.” Goleman went on to define EQ as our ability to 
assess or recognize the situation we are in, to read other people’s 
and our own emotions, and to behave appropriately. 

The work that Goleman wrote about revolutionized our under- 
standing of intelligence and was quickly seen to have practical appli- 
cation in general life and in the workplace. Unlike IQ, which remains 
pretty much steady throughout life, EQ can be nurtured and 
improved. We can learn to behave more intelligently with other peo- 
ple or in recognizing and dealing with our own emotions. EQ also 
broadened out somewhat our notion of strategic thinking because it 
became evident that people pursue emotional strategies as well as 
rational ones, or at least that there is often an emotional contribu- 
tion to the strategies we form. But EQ was not the last word in intelli- 
gence research. 

Toward the end of the 1990s, neurological research suggested 
that the brain has a whole third “Q” or kind of intelligence. This is the 
intelligence with which we have access to deep meaning, fundamental 
values, and a sense of abiding purpose in our lives, and the role that 
this meaning, values, and purpose play in our lives, strategies, and 
thinking processes. This is the intelligence Mats Lederhausen was 
exhibiting in his concern to make his life serve some deep purpose. I 
called this third Q “SQ,” for “spiritual intelligence.”? SQ makes us ask 
the big questions: Why was I born? What is the meaning of my life? 
Why am I devoting my life to this relationship or this job or this 
cause? What am I really trying to achieve with this project or with my 
life? It allows us to see the larger context in which events take place 
and to see the big picture. It gives our lives an overarching canopy of 
meaning and value. 

As noted earlier, spiritual comes from the Latin word spiritus, 
meaning the vitalizing principle of an organism. The “S” in SQ could 
also be derived from the Latin word sapientia (Greek sophia), mean- 
ing “wisdom”—wisdom intelligence. SQ embraces all that we tradi- 
tionally mean by wisdom, as opposed to mere knowledge acquisition 
or to arather mechanistic talent for solving problems. 
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Artists, mystics, great men and women of all faiths and of no 
faith remind us that there is a transpersonal source that exceeds the 
boundaries of human description. People motivated by generativity 
(+5), or the even higher motivations of higher service, world soul, or 
enlightenment, have considerable access to this dimension. Our spiri- 
tual intelligence gives us all a glimmer of this infinite or sacred 
realm, an opportunity to hear the whispers of angels or to make 
brushing contact with archetypal energies. It puts us in touch with 
something larger than ourselves, with the incomprehensible that 
lends meaning and significance to the finite in our own lives. Psycho- 
logical surveys have shown that at some time in our adult lives, 
50-70 percent of us have consciously felt such a brush with the infi- 
nite, experienced as an intimation of overwhelming beauty, profound 
love, deep truth, or an awe-inspiring sense of the unity of all things. 

It is important to stress once again that the use of the word spiri- 
tual in relation to intelligence has no necessary connection with insti- 
tutional religion. A person may be high in SQ but have no religious 
faith or belief of any kind. Equally, a person may be very religious but 
low in SQ. Religion is based on particular set of customs, beliefs and 
values, like being a Christian, Muslim, or Jew. Which, if any, religion 
we follow usually depends upon culture and upbringing. SQ, by con- 
trast is an innate capacity of the human brain—it is based on struc- 
tures in the brain that give us that basic ability to form meanings, 
values, and beliefs in the first place. SQ is pre-cultural, and more pri- 
mary than religion. It is because we have spiritual intelligence in the 
first place that humanity later evolved religious systems as answers 
to the questions that SQ makes us ask. 

Spiritual intelligence is “the soul’s intelligence.” It is the intelli- 
gence that makes us whole, that allows us to integrate the many frag- 
ments of our lives, activities, and being. It allows us to know what we 
and our organizations are about. SQ puts us in touch with the depths 
of our being and with the deep wells of our potentiality. It allows 
insights and understanding to move from those depths to the surface 
of our being where we act, think, and feel. Indeed, this is my personal 
understanding of what it means to have a soul in the first place—to 
be a living channel through which life’s deeper dimensions and 
potentialities can rise to the surface and enter the world. It is our 
spiritual intelligence that gives us (or makes us into!) a soul. 

SQ also helps us to evolve. More than just sustaining the known 
or the given, SQ takes us into the unknown and into the could-be. It 
allows us to aspire to higher motivations and enables us to act from 
these. In the evolution of our human species, it was the quest for 
meaning that triggered our brains to evolve language. In the evolu- 
tion of society, our quest for meaning and deep values has caused us 
to select out (over time, and with many mistakes!) the best leaders 
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for our groups, the leaders who most inspire us to dream or to 
stretch ourselves. Our SQ’s search for ever greater meaning, pur- 
pose, and value makes us dissatisfied with the given, inspiring us to 
create ever more of what we seek. That, too, it pushes us to grow 
and develop as a culture. 

Finally, SQ provides us with a kind of unboundaried insight into 
and understanding of the whole of a situation, a problem, or into the 
whole of existence itself. It gives us a deep sense of knowing or of dis- 
covering the deepness or significance of things. In The Tibetan Book 
of Living and Dying, for instance, Sogyal Rinpoche describes the deep 
impact on his consciousness and the vast implications for his life 
that resulted from his grasping, in a moment of insight, the true 
nature of impermanence. But what he says here about imperma- 
nence can apply to any deep insight gained through SQ. 


It is as if all our lives we have been flying in an airplane 
through dark clouds and turbulence, when suddenly the 
plane soars above these into a clear boundless sky. We are 
inspired and exhilarated by this emergence into a new 
dimension of freedom. . . . And as this new awareness 
begins to become vivid and almost unbroken, there occurs 
what [ancient Hindu writings] call a “turning about in the 
seat of consciousness,” a personal, utterly non-conceptual 
revelation of what we are, why we are here, and how we 
should act. This “amounts in the end to nothing less than a 
new life, a new birth, you could say a resurrection.”? 


SQ: Our Paradigm-Making and 
Paradigm-Breaking Intelligence 


IQ is a formal intelligence that learns how to manipulate and use 
formal rules, like the rules of grammar or the rules of arithmetic. It 
always works within a set of rules. By this definition, personal com- 
puters are high in IQ, but they can operate only within their pro- 
gramming. If we want them to do something outside the program, 
someone has to rewrite it. 

EQ, as defined by Goleman, is essentially an adaptive intelli- 
gence. We read the situation we are in and we behave “appropri- 
ately” in order to adapt to it. It is a part of our EQ that we can read 
the conventions (emotional and social rules) of the group to which 
we wish to belong. We also use our EQ for self-understanding, to 
recognize the motivations that actually drive our behavior. Both IQ 
and EQ are what the author James Carse calls “finite games,” games 
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played within the boundaries.‘ But there is something not complete 
about this. Human beings don’t always want to play by the rules or 
adapt to the situation. We are a cussed species. We often say, 
“I don’t like this situation, it could be better, it could be different,” 
and then we act to change it. When we do that, we are using our SQ. 

SQ allows us to play an “infinite game.” It allows us to play with 
the boundaries. It allows us to change the rules or to write new ones. 
It allows us to criticize the what-is from the point of view of what- 
might-be. It is the intelligence that allows us to imagine situations and 
possibilities that do not yet exist. SQ is a transformative intelligence 
that allows us to break old paradigms and to invent new ones. From 
its ability to recontextualize problems and situations and to see them 
from a wider point of view, SQ has the ability to dissolve old patterns 
and old ways of thinking. It also has the force to dissolve old motiva- 
tions and move us on to higher ones. Thus, SQ provides a basis for a 
kind of meta-strategic thinking—strategic thinking that can stand 
back from and assess strategies themselves. 

So far as present research can establish, our three intelligences 
act independently of each other. A person can be very high in IQ, but 
low in EQ or SQ, high in SQ but low in one of the other two, and so 
on. Erisychthon, the Greek timber merchant who brought a curse 
upon himself for felling a tree sacred to the gods, was probably very 
high in IQ. He was a successful businessman. We don’t know much 
about Erisychthon’s emotional intelligence, but it was his low SQ 
that brought about his self-destruction. He couldn’t comprehend 
that one tree was special and of sacred significance because he had 
no sense of the sacred in the first place. It was as though he were 
colorblind, but his own blindness was to the meaning of things. 


The Scientific Evidence for SQ 


The hardware in the brain for making IQ and EQ possible has been 
known for some time. IQ is facilitated by a kind of brain wiring 
known as “serial wiring,” where neural cells (neurons) are wired in a 
linear, point-to-point or one-on-one fashion, like a string of Christmas 
tree lights. This is the same kind of wiring found in PCs. EQ is facili- 
tated by neural configurations known as “neural networks,” where 
bundles containing approximately 100,000 neurons are wired in a 
messy fashion internally to each other. There are also neural net- 
work computers available today (parallel processors) that are used 
for recognizing patterns such as faces, tastes, fingerprints, and 
smells. Where IQ serial wiring is laid down by the brain’s learning 
rules, EQ neural networks are formed by the associations we make in 
life between different things. A young child, for instance, associates 
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mother with love, home with comfort, barking dogs with danger, fire 
with pain, and so on. Both serial wiring and neural networks are 
found all over the brain. 

Scientific evidence for the existence of a third intelligence that 
uses values, meaning, and purpose first appeared toward the end of 
the 1990s. It had been known for some time that a need for meaning 
has played a crucial role in human evolution and human survival. 
The work of Harvard neuroscientist and anthropologist Terence Dea- 
con had shown that it was a quest for meaning that first led to our 
species’ need for language, and that the evolution of language in turn 
accounted for the rapid growth of the human forebrain.” And Viktor 
Frankl’s work had demonstrated the psychological importance of 
meaning. But toward the end of the 1990s it was announced that neu- 
roscientists had discovered a “God Spot” in the brain.® 

The so-called God Spot is a mass of neural tissue located in the 
brain’s temporal lobes, a region found just behind the temples. This 
neural mass is dedicated to making us ask fundamental questions of 
meaning about existence and to making us search for fundamental 
answers. It causes us to be idealistic and to search for ideal solu- 
tions to problems. The God Spot makes us aspire to higher things, to 
dream of better tomorrows. It is also active when we have spiritual 
experiences—a profound sense of love, a deep sense of peace, a 
sense of the unity of existence, profound beauty. In religious people, 
the God Spot is active when they feel they are in contact with the 
truths of their religion. 

In the late 1990s, scientists discovered the God Spot by artifi- 
cially stimulating the temporal lobe area with a magnetic probe. 
When so stimulated, one atheistic neuroscientist even claimed to 
have “seen God” in his laboratory. In similar experiments, research 
subjects were wired up with magnetic sensors at their temporal 
lobes and asked to think about what they found most sacred in life. 
Some thought of general things like peace, love, or unity, others of 
religious figures like Christ or the Buddha. But when the subjects did 
think about whatever was sacred to them, the magnetic sensors reg- 
istered strong magnetic activity in the brain’s temporal lobes. 

The God Spot on its own cannot be the full basis of spiritual 
intelligence, because its activity is not always intelligent—that is, in 
any way apt to promote the quality of life. This same area of the 
brain is highly active in borderline schizophrenics and during manic 
episodes, and may indicate the person registering the high activity is 
seeing little green men in the kitchen sink rather than asking pro- 
found questions about the meaning of life. To produce intelligent 
spiritual experience, God Spot activity must be fully integrated with 
wider brain activity, and with IQ and EQ. How this is done was also 
discovered during the second half of the 1990s. 
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How the brain integrates and makes a whole of its experience 
had long been a mystery to science. How, for instance, when we are 
stimulated at every moment by thousands of perceptual data strik- 
ing the trillions of neurons that make up the brain, is it possible for 
us to see the data as something like another person, a watch, or a 
tree? Why are we not all madly schizophrenic? This mystery was 
known as “the binding problem”—literally, how does the brain bind 
its experience together? The answer came only when new technol- 
ogy allowed the discovery of a wholly unexpected phenomenon. 

In research pioneered by Wolf Singer,’ it was discovered that 
neurons in the human brain vibrate in unison in response to particu- 
lar stimuli. If you look at the face of a watch, for instance, one part of 
the brain vibrates in response to the roundness of the face, another 
part to the hands on the watch, still another part to the meaning of 
time, and so on through a whole range of features. But when you 
look at the watch, all those neurons in the brain that are responding 
do so by vibrating coherently, in unison. Uninvolved neurons do not 
vibrate at the same frequency. The vibrations, or oscillations, take 
place at 40 Hz—40 cycles per second. The same thing happens when 
you see a particular person or have a particular idea. The brain uni- 
fies its experience in each case by vibrating the relevant neurons in 
unison at approximately 40 Hz. 

These 40 Hz neural oscillations move as a background wave all 
across the brain whenever human beings are conscious. They move 
in a carrier wave from the front of the skull to the back of the skull, 
and then get modified by different perceptual or cognitive experi- 
ences. Indeed, it is now known these 40 Hz oscillations are the neural 
basis for consciousness in the brain. They also work to unify all 
things that need to be unified for the brain to work as a whole unit. 
They unify all the brain’s many expert systems (numeracy, language, 
sight, hearing, and all the rest), and they unify IQ and EQ with the 
SQ activities of the God Spot. They do so by searching out wider and 
deeper, more complex patterns of meaning within our disparate 
experience. These 40 Hz oscillations, combined with God Spot activ- 
ity, are most likely the neural basis for the particular characteristics 
and qualities of our SQ. SQ itself enables us to become the fully intel- 
lectual, emotional, and spiritual beings that we might be. 

Being something actually hardwired into our brains, both 
through the God Spot and through the 40 Hz activity, the search for 
and use of meaning (our SQ) is clearly a basic quality of our human- 
ity. It is a natural potentiality of our brains, and lies at the heart of our 
ability to make sense of the world and other people. It also accounts 
for the sense of unity we have about ourselves—our sense of “I-ness,” 
or of personal identity. This is one reason why we need to use SQ in 
organizations to get a deep sense of organizational identity, a sense of 
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the personality and purpose of our organizations, a sense of what 
they are about. 


A Field of Shared Meaning 


Spiritual intelligence is different from both IQ and emotional intelli- 
gence. Lower animals have both of the latter in varying degrees. So 
far as we know, spiritual intelligence is our uniquely human ability to 
make moral choices and to embrace deeper meanings. It is the intel- 
ligence that defines our humanity. It would be natural, therefore, for 
us to wonder where it comes from and whether our access to it is in 
any way enhanced by a shared phenomenon such as culture. Are 
there features of SQ that enable an individual to raise the SQ of a 
culture or, looked at from the other direction, can a high-SQ culture 
raise the SQ of individuals? These questions are important to under- 
pinning the central theme of this book—that a critical mass of indi- 
vidual leaders can indeed raise the SQ of a culture, which in turn can 
reach back and influence the levels of SQ in larger masses of people. 

Materialistic scientists would not ask such questions. For them, 
everything in this world consists of material atoms. Brains consist of 
neurons made of atoms. Something like higher meaning or even con- 
sciousness itself is seen merely as an experienced or emergent by- 
product of neural processes. It makes no sense to ask where SQ, or 
consciousness itself, “comes from.” It is just sufficient to say that we 
have these experiences because we have a God Spot in the temporal 
lobes and because our neurons oscillate at 40 Hz. As neuroscientist 
Francis Crick, who won the Nobel Prize for his work on DNA, puts this 
materialist position, “You, your joys and your sorrows, your memo- 
ries and your ambitions, your sense of personal identity and free will, 
are in fact no more than the behaviour of a vast assembly of nerve 
cells and their associated molecules.” We just think we have minds! 

I find the materialist position inadequate to explain my own 
experiences, those of thousands of people who have written about 
mind or soul from the world’s great spiritual and philosophical tradi- 
tions, both East and West, and the 50-70 percent of us who have 
experienced some “higher reality,” “infinite mind” or “infinite realm” 
during “peak experiences” at some point in our lives. 

I side more with those who argue that brains are the “hardware” 
and mind the “software” of our conscious mental experience. In this 
case mind, and especially the meanings and values accessed by spir- 
itual intelligence, has a reality of its own (physical or otherwise) that 
needs brains to interact with this Newtonian, material world. The 
brain, following from this argument, is like a television set that 
enables us to pick up and process some of the patterns written on a 
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wider, shared “mind-field,” which would contain a field of shared 
meaning. A great deal of psychological evidence supports this view. 

Over two thousand years ago Plato described a universal Realm 
of Ideas that individual minds tapped into to form our more limited 
and separate concepts. There was a universal Idea of Truth, of Good- 
ness, of Beauty, and even universal Ideas of things like apples and 
chairs. Plato believed that individual human beings could communi- 
cate with each other, however imperfectly, and share a culture of 
ideas only because we shared our access to the universal Ideas. 

In the twentieth century, the great Catholic philosopher Pierre 
Teilhard de Chardin proposed a similar idea with his suggestion of a 
noosphere, separate from the material biosphere. Again, Teilhard de 
Chardin’s noosphere was a realm of shared concepts and meanings 
that formed a layer of an individual’s conscious life. 

A few years later, Carl Jung proposed his theory of the Collective 
Unconscious, a shared layer of our mental life that is peopled by 
archetypes, meanings, and large-scale, traumatic events. Jung 
believed that much of our dream life, and the universal themes that 
recur in myths from many diverse cultures, originate in this Collec- 
tive Unconscious. He also felt that the Collective Unconscious under- 
lay the countless experiences of telepathy between individuals and 
the synchronicity of apparently separate but co-meaningful events. 
Jung’s views were similar to those that support the notion of a zeit- 
geist, or “spirit of the age.” 

In 1984, American psychologist and family therapist E. Bruce 
Taub-Bynum took the notion of the Collective Unconscious two 
important steps further. First, in his extensive work with families, he 
noted that members of family groups appear to share a “family 
unconscious.”? He suggested this partly personal, partly shared 
domain of the unconscious accounted for the shared or similar 
dreams, lingering feelings and attitudes, collective assumptions, par- 
enting styles, role assignments, and recurring behavior patterns (like 
addiction or abuse) that we find in family groups. Taub-Bynum 
argued that this family unconscious crossed generations, and fea- 
tures of it sometimes skipped generations. 

Taub-Bynum’s second important step was to describe this 
unconscious family matrix as a field that acts both within individual 
family members and also between family members. He proposed it 
was akin to, or perhaps even identical with, the electromagnetic, 
gravitational, or quantum fields that we find in physics. As he put it, 


The concept of fields of force or interactional levels 
borrowed from physics is helpful in understanding this 
family matrix. A classical field in physics is a kind of 
“tension” or “stress” which can exist in empty space in the 
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absence of matter. It reveals itself by producing forces 
which act on any material objects that happen to lie in 
the space occupied by the field. Thus fields can account 
for action at a distance through empty space and explain 
how distant objects can act on one another. . . . Fields 
bring objects separated by space into relationship with 
one another.?? 


In fact, all these fields—electromagnetic, gravitational, and 
quantum—exist in and surround our bodies (including our brains). 
Various late-twentieth-century scientists have suggested that one or 
all of these fields may be implicated in our conscious life.!! 

Following Taub-Bynum’s logic, I suggest these same shared 
unconscious fields are present among any group of people who live 
or work closely together. Each organization or institution will have 
its own, largely unconscious, field of shared meanings and emotions. 
Indeed, in our highly connected global society, there may be wider 
cultural or global fields of the shared unconscious. One tantalizing, 
ongoing experiment suggests precisely this. 

Since 1977, a research group led by Dean Radin and centered at 
Princeton in the United States, has been conducting an ongoing test 
to see whether large-scale conscious events have any effect on elec- 
tronic sensors located at different parts of the world. The research 
team have placed about fifty electronic random number generators 
(RNGs) on the globe’s various continents. All are connected back to 
a central archive at Princeton. As these are random number genera- 
tors, we would normally expect their fluctuations to be unconnected, 
and usually they are. But when large-scale events affecting whole 
masses of humanity happened, the generators’ activity became cor- 
related. There was a very significant correlation during the funeral of 
Diana, Princess of Wales, and another on September 11, 2001, when 
the Twin Towers were destroyed by terrorists. The odds against 
such correlations being coincidence are 10,000:1. The research team 
interprets these results as being evidence of both the existence of a 
worldwide field of meaning or consciousness and of the interaction 
of this field of meaning with matter (the RNGs).!” 

For the purpose of understanding human motives and how spiri- 
tual intelligence might shift them, it is enough to say that there most 
likely is a shared field of meaning and consciousness, whatever its 
underlying physical basis or lack of one. We are all immersed in it 
and interact with it. This allows us to see motivational states as 
“attractors” (points of focused energy) in this field (like the holes in 
the pinball machine), and SQ as some active principle of transforma- 
tion within it. The questions now are, What qualities or processes of 
SQ act as motivational transformers? What are the active, dynamic 
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principles of SQ? I turn to these in the next chapter. First, though, a 
postscript about Mats Lederhausen. 


What Became of Mats 


I began this chapter with the quandary Mats brought to me, “What 
should I do?” Mats (and the business world) were lucky. What Mats 
wound up doing was to write a letter to Jack Greenburg, CEO of 
McDonald’s, expressing his concerns. To his surprise, he was invited 
to Chicago for a chat and got the promotion he had thought unlikely. 
Now holding the title of Vice President Strategy and responsible for 
“leveraging change,” Mats says he has been hired to be “a corporate 
pain in the ass.” He spends much of his time speaking to McDonald’s 
and other business executives in promotion of what he feels are 
good causes. At McDonald’s itself, his tenure has been associated 
with the battle against genetically modified organisms, a campaign 
for larger chicken cages, and partnership with Conservation Interna- 
tional to restore the globe’s damaged ecosystems and to see how 
McDonald’s can contribute toward sustainable agriculture. He is also 
one of the Davos World Economic Forum’s Global Leaders of Tomor- 
row, which gives him a worldwide platform from which to nag. His 
high SQ, particularly his desire to fight for his vision and values, has 
led to a shift in his work motivation from —3, craving (working just 
for money) to at least +3, power-within. More accurately, I would 
place him at +6, higher service—one of the knights I discuss in Chap- 
ter Ten. “For the time being,” he says, “I feel I am in the right place, 
doing the right thing.” 
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The Twelve Principles 
of Transformation 


Being new, nameless, hard to understand, we 
premature births of an as yet unproven future, 
we need for a new goal also a new means. 


—Nietzsche, Ecce Homo 


xpanding spiritual capital is my goal in this book, but it is a 

goal unlike any before. It requires that we act from our higher, 

sometimes our highest, motivations. It means that we trans- 
form ourselves as human beings. To achieve this new goal, we need 
some new means. For that we must look to the principles of transfor- 
mation available to spiritual intelligence. 


As noted, a human being’s IQ is pretty well steady throughout 
life, barring brain illness or damage. But EQ, or emotional intelli- 
gence, can be learned, nurtured, and improved. And all human 
beings are born with a potential for high SQ. Most children have a 
high potential for it. But our spiritually dumb culture and educa- 
tional system, and our often spiritually deadening work patterns and 
pressures, reduce our capacity to practice our SQ. Like EQ, SQ must 
be nurtured. It can be relearned, and it can be improved. To do so, 
we must look for those qualities of a person’s being and behavior 
that signify the presence of SQ at work. Finding and exploring these 
qualities also helps us understand SQ itself. But this requires that we 
ask what kind of systems or organizations we human beings are, and 
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what kind of system is operating in the human brain when SQ is in 
use. To know a thing’s qualities, we must know that thing itself. 

At the purely simple scientific level, of course, human beings are 
biological systems, or living systems. But science today understands 
that living systems are very special systems, with unique qualities 
that distinguish them from most nonliving systems. So the search for 
the qualities of full human intelligence must slip sideways for a 
moment into this new science—into the realms of complexity theory 
and the complex adaptive systems that it describes. 

In the 1960s, science moved away from its obsession with the 
simple to a celebration of the complex. Newtonian scientific theory 
describes systems that are simple. Such systems are linear, pre- 
dictable, controllable, isolated, and consist of separate working 
parts into which the system can be broken down for analysis. The 
whole is just the sum of its parts. Newtonian systems models have 
been, and in many cases still are, applied to human systems like the 
market or business organizations. Without realizing it, most compa- 
nies are still using simple Newtonian business models. 

In addition to simple Newtonian systems, two other kinds of clas- 
sic systems have come to be understood: “complex systems” and 
“simple adaptive systems.” Unlike a simple system, a complex sys- 
tem has many parts, and these interact. To understand the system, 
it’s essential to understand these interactions—like the many parts 
that go to make up an automobile and the way their interaction gives 
rise to motion. Such mechanical complex systems are nonadaptive— 
they do not learn, do not evolve. The individual component parts of 
the systems do not alter through their interaction with each other or 
with the environment. Unfortunately, most “systems thinking” in the 
corporate world is modeled on these kinds of nonadaptive systems. 
That is why the usual brand of systems thinking has not been able to 
deliver deep transformation. 

By contrast with mechanical systems, whether simple or com- 
plex, a simple adaptive system—though existing in isolation and hav- 
ing very few parts—can adapt, or evolve. Darwin’s model of genetic 
mutation described such a system, where a single gene sometimes 
undergoes a random mutation. The environment in which the gene is 
located is at first unaffected, but the gene itself, and so the whole 
organism, is altered. 

With the rise of complexity science some forty years ago, it 
became clear that living systems can follow a very different kind of 
evolutionary pattern. In looking more closely at how life operates in 
its environment, complexity biologists discovered a further kind of 
system known as a “complex adaptive system.” These systems have 
many interacting parts and are in constant creative dialogue with 
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their environment. They live at the edge of chaos. When the environ- 
ment presents the system with a crisis, the whole mega-system 
(organism plus environment) and the elements within it “co-evolve.” 

These complex adaptive systems are nonlinear. They are unpre- 
dictable; attempts to control them are destructive, and they cannot 
be broken down into separate, more simple parts. A living system 
poised at the edge of chaos has to be seen as a whole, and that whole 
is greater than the sum of its parts. Where Newtonian simple systems 
are designed by blueprint or according to Newton’s three laws of 
motion, complex adaptive systems emerge through self-organization. 
Where Newtonian systems are the same in all conditions, never sub- 
ject to any internal change, complex adaptive systems creatively 
explore their own futures as they adapt to and evolve within an envi- 
ronment to which they are internally sensitive. And where Newtonian 
simple systems are stable, complex systems can be radically unsta- 
ble, their instability allowing them to thrive at the edge of chaos. 

The edge of chaos itself represents a new, third kind of order in 
the universe. Any system, if not disturbed, will settle into a small 
number of its possible states, which are stable. These stable states 
in any field are called attractors. (Our motives are attractors in a field 
of meaning.) If the system is challenged or disturbed too much, it 
can spin off into chaos, where there is no discernable or predictable 
order. But when complex adaptive systems are presented with a cri- 
sis, they are drawn to the edge of chaos. This is a point between 
order and disorder. The elements of the system are just ordered 
enough to be in a number of semistable states, but these are easily 
upset by the smallest perturbation. When this happens, the system 
searches in every direction for new attractors to settle into, creating 
new order and new information in the process. The principles of 
transformation that the system uses to find its new state are the 
same as those we will need to shift our motives from old attractors 
to new ones. 

All living things have the capacity to be such systems, from the 
one-celled amoeba to ourselves, our organizations, and our culture. 
We are complex adaptive systems poised at the edge of chaos. In 
human beings, our immune systems are poised at the edge of chaos, 
as are our heartbeats, much of our brain activity, and certainly our 
mental activity when we are thinking creatively. SQ is also a complex 
adaptive intelligence poised at the edge of chaos. That is why it can 
make and break existing paradigms and dissolve fixed patterns of 
thought or behavior. It composes its self-organizing patterns of 
meaning as these emerge in a creative dialogue between our minds 
and their environment. The brain’s many interactive complex adap- 
tive systems interact with the field of meaning. 
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SQ is needed for times of crisis, when our habitual attitudes fail 
us, and something new and creative is needed. But in more familiar sit- 
uations, far from chaos, IQ and EQ are often sufficient, and use much 
less energy. When SQ must come into play, we’re apt to be reminded 
of the old Chinese curse, “May you live in interesting times!” 

SQ is a recently discovered intelligence, and there has as yet 
been little clinical research on the human qualities with which it can 
be associated. But as SQ functions as a complex adaptive system in 
the mind, the better-researched and more clearly understood quali- 
ties of these systems seem an obvious first place to look for identify- 
ing qualities of SQ itself. In looking to these biological systems as 
models or forerunners of SQ qualities, however, it’s essential to bear 
in mind that SQ is a conscious complex adaptive system, and thus its 
qualities will have a uniquely conscious expression. 

Complex adaptive systems have ten distinctive characteristics 
that give them their uniquely creative mode of operating in the 
world. Since these are the qualities that give rise to the system’s cre- 
ative evolution, they can be seen as the principles of transformation 
within the system. “Mind” itself, our consciousness and its struc- 
tured contents, is itself a complex adaptive system that emerges 
when brain meets the field of meaning. Thus these principles of 
transformation are also principles of transformation (learning, evolu- 
tion) within consciousness. They are the transformative principles 
(in part) that give SQ its paradigm-breaking and paradigm-making 
abilities. And they are the transformative principles that will under- 
lie any attempt to shift human motives, and therefore behavior. 
These are the ten principles: 


e Selforganizing. These systems have a deep order sleeping 
within, but this order is a potentiality that then takes on 
whatever form it will adopt as the system self-organizes in 
dialogue with the environment. 

e Bounded instability. These systems exist only at the edge of 
chaos, in a zone of instability that falls just between order and 
chaos. They are described as being “far from equilibrium.” 

If they were wholly unstable, they would disintegrate into 
chaos. If they were wholly ordered, they would be inflexible 
and nonadaptive. 

e Emergent. These systems are larger than the sum of their 
parts. The whole has qualities and properties that the 
individual parts don’t possess, and this whole emerges only 
as the system adapts to and evolves within its environment. 

e Holistic. These systems have no internal boundaries, no 
recognizably separate parts. Each part is entangled with and 
impinges upon every other part. The parts are internally 
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defined through their relationship to each other and to the 
environment. 

e Adaptive. These systems not only learn as they go, they create 
themselves as they act to explore their own futures. This 
adaptation is always in mutually self-creative dialogue with an 
environment to which they are internally sensitive. 

e Evolutionary mutations. Mutations play a creative role in the 
final emergent structure of these systems’ future. 

e Destroyed by outside control. The delicately poised internal 
order and balance of these systems is destroyed if we try to 
impose control from the outside. Their own self-organization 
collapses and they revert to being simple or complex 
Newtonian systems. 

e Exploratory. These systems are constantly exploring their own 
possible futures and creating themselves as they go. 

e Recontextualizing. These systems reframe their own inner 
development as they recontextualize (relearn) the boundaries 
and qualities of their environment. 

e Order out of chaos. These systems create order out of chaos; 
they have “negative entropy.” They bring new form into an 
unformed or unstructured arena. 


From these properties of complex adaptive systems, I can draw 
ten qualities of a spiritually intelligent complex adaptive system (a 
human being!), bearing in mind the added factor of consciousness 
and the effect that a conscious expression would have on the qual- 
ity. I have also added two additional qualities of SQ derived simply 
from characteristics identified by the vast spiritual literature of the 
ages. Thus though nonhuman complex adaptive systems have ten 
defining qualities, I see a total of twelve qualities definitive of a 
human being with spiritual intelligence. These are the twelve criteria 
for a person or an organization high in SQ, and the twelve principles 
of transformation that allow SQ to dissolve old motives and create 
new ones: 


e Self-awareness. To know what I believe in and value and 
what deeply motivates me. Awareness of my deepest life’s 
purposes. 

e Spontaneity. To live in and be responsive to the moment and 
all that it contains. 

e Being vision and value led. Acting from principles and deep 
beliefs, and living life accordingly. 

e Holism (a sense of the system, or of connectivity). Ability to 
see larger patterns, relationships, connections. A strong sense 
of belonging. 
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e Compassion. Quality of “feeling-with” and deep empathy. 
Ground-work for universal sympathy. 

e Celebration of diversity. Valuing other people and unfamiliar 
situations for their differences, not despite them. 

e Field independence. To be able to stand against the crowd and 
maintain my own convictions. 

e Tendency to ask fundamental why? questions. Need to 
understand things, to get to the bottom of them. Basis for 
criticizing the given. 

e Ability to reframe. Stand back from the problem or situation 
and look for the bigger picture, the wider context. 

e Positive use of adversity. Ability to own and learn from 
mistakes, to see problems as opportunities. Resilience. 

e Humility. Sense of being a player in a larger drama, sense of 
my true place in world. Basis for self-criticism and critical 
judgment. 

e Sense of vocation. Being “called” to serve something larger 
than myself. Gratitude toward those who have helped me, and 
a wish to give something back. Basis for the “servant leader.” 


There is little point in saying just a bit more about these qualities 
here. They are too important for that. In the cultivation and practice 
of these qualities and transformation processes lies our ability to 
use our whole brains, our ability to know and practice our deepest 
meanings and purposes, our ability to bring transformation to our 
lives and to the situations in which we operate, and our ability to 


TABLE 6.1 Common Features of Complex Adaptive Systems 
and Spiritual Intelligence 


Complex Adaptive Systems 


Spiritual Intelligence 


Self-organization 

Bounded instability 
Emergent 

Holistic 

In dialogue with environment 
Evolutionary mutations 
Outside control destructive 
Exploratory 

Recontexualize environment 
Order out of chaos 


Self-awareness 
Spontaneity 

Vision and value led 
Holistic 

Compassion (feeling-with) 
Celebration of diversity 
Field-independent 
Asking why? 

Reframe 

Positive use of adversity 
Humility 

Sense of vocation 
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think at the edge of chaos. They allow us to know deeply and to 
recontextualize our experience. They allow us to make contact with 
our own souls and to place ourselves at the heart of the deepest pos- 
sible human being. They are the active principles with which we can 
build spiritual capital. And these twelve qualities are also the basis 
for a wider understanding of strategic planning in organizations and 
a sound basis for extending our usual notion of the bottom line. 
Because of all this, I will explore each quality at some length in the 
next chapter. 
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Applying the Principles 
of Transformation 


his chapter outlines in some detail the defining characteris- 

tics of each of the twelve transformative processes of SQ. 

That will put me in a good position then to link them with the 
Scale of Motivations and the dynamics of permanent cultural shift. 


Self-Awareness 


Chris Miller, CEO of Anglian Water in the United Kingdom, says, “If 
you really want to be a leader, the first thing you have to understand 
is yourself.” Two millennia earlier, Jesus promised his disciples, “If 
you know who you are, you will become as I am.” Yet knowing who 
we are is perhaps the last thing we know. 

We live in a very self-obsessed culture, but we have very little 
self-awareness. Neither in our personal lives nor in our organizations 
do we have many habits or structures for reflection. We take little or 
no time for catching up with ourselves, for looking inward. We don’t 
even have any recent tradition for showing us what we might look 
inward for, or why. Our focus is outward, on events and problems in 
the world, with the consequence that we lose ourselves and all that 
is to be gained from self-knowledge. 

In many parts of the East where Hinduism and Buddhism are 
widely practiced, people begin their day with this meditation or 
prayer: 


Who is it that is acting? 
Who is it that is willing? 
83 
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Who is it that is thinking? 
Who am I? 


These questions take us directly to the deepest and most spiri- 
tual level of self-awareness—an awareness that we have a “deep self” 
in the first place, a personal reality that lies beneath and acts 
through our daily actions and thoughts. This primary level of self- 
awareness enables us to escape the narrow restrictions imposed by 
our mere egos. The questions take us to the center of our awareness 
and freedom and empower us to act from our highest motives. 

The awareness that I, or the organization of which I am a part, 
has a deep center in the first place, and that I need to be in contact 
with it and to act through it, confers meaning and authenticity on my 
projects and actions. It is exhilarating to know that I have an inner 
compass and that I can be led by its sense of direction. This is one 
crucial meaning of integrity—to act in accord with my inner com- 
pass. To have self-awareness at this level is to know what I believe 
in, what I value, and what deeply motivates me. It is to know what I 
live for and, perhaps, even what I would die for. It is also having the 
courage to know when I am betraying these things. 

Because deep self-awareness puts us (and our organizations) in 
touch with our deepest center, it allows us to create or re-create our- 
selves continuously. It puts us in touch with a font of infinite poten- 
tiality. It also enables us to hear the call of the deep self, the voice of 
conscience and responsibility. It gives us a sense of focus and often 
confers a deep sense of peace. 

Daniel Goleman has argued that self-awareness is the keystone of 
emotional intelligence. If I don’t know what or how I feel, emotions 
will control me and my reactions. “An inability to notice my true feel- 
ings,” he warns, “leaves me at their mercy.” Knowing our deepest 
values and purposes is the keystone of our spiritual intelligence and 
allows us to raise and control our motivations.! 


Opposites: Without deep self-awareness, we are superficial and ego- 
bound, at the mercy of whim, wild emotion, and our lowest moti- 
vations. We are blind and insensitive to our inner lives and easily 
distracted by the activities and goals of daily life. We blunder 
through our own and others’ lives leaving a trail of unwanted 
consequences. 


Common Distortions: In our Western culture, “self-awareness” is often 
just self-obsession, too much “me, me, me.” There is a tendency to 
get sidetracked by fads and techniques that feed the ego—diets, 
exercise, New Age practices—and to get lost in or obsessed with 
them, missing the whole point of genuine self-discovery. 
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How to Nurture: A practice of daily meditation or reflection, participa- 
tion in genuine dialogue, being willing to enter my discomfort zone to 
face unpleasant truths about myself, finding space and time during 
the day to “hear” myself, having a quiet, meditative or personal space 
to which I can occasionally retreat (what would such a space look 
like for you?), reviewing the events of the day and my responses to 
them. When was I most authentic (inauthentic)? 


Self-Awareness Check 
e Do you have much sense of an inner life? 
e At the end of the day, do you reflect on the day’s events and 
experiences? 
e Do you have any sense of a deeper presence within you? 
e Are you comfortable with silence? 
e Can you confront uncomfortable truths about yourself? 


Spontaneity 


During one of the final rounds of the men’s Wimbleton Tennis Tour- 
nament two or three years ago, there were some amazing acrobatics. 
One of the players—Andre Agassi, I believe, tripped during a volley 
and fell forward onto his chest. Nonetheless, he kept his head and 
right arm up and returned the ball just across the net. Then, standing 
up and with a second volley coming right toward him, Agassi lost his 
balance again and began to fall backward. This time he returned the 
volley in the midst of his backward fall and managed to win the point. 

Agassi’s winning shots were a combination of fierce inner disci- 
pline combined with the most radical spontaneity. Though off his 
balance both times, he was still instantly responsive to the position 
and momentum of the ball. He was in what sports psychologists call 
“the zone.” This kind of being in the zone is our closest Western 
equivalent to the disciplined spontaneity practiced by the martial 
artist. It is action or response that comes from beyond the ego, that 
issues from the “deep self.” When in it, we are connected to our per- 
sonal center, and hence to our inner power. 

The word spontaneity comes from the same Latin root as the 
words response and responsibility. To be deeply spontaneous is to be 
deeply responsive to the moment, and then willing and able to take 
responsibility for it. It means greeting each moment, each person, 
each situation with the freshness of a child, without all the baggage 
of past conditioning, habit, prejudice, fear, needing to seize control, 
or being unnecessarily polite. It means having the courage to put 
myself in the moment. Deep spontaneity is, therefore, the necessary 
precondition for playfulness, improvisation, trial-and-error learning, 
and creativity. This is particularly true for mental spontaneity. 


86 SPIRITUAL CAPITAL 


Mental spontaneity is the condition of being “in the zone” with 
our thinking. Too often we take refuge in what we already know, what 
we have already learned, in conditioned habits of thought. We get 
trapped in our minds’ own personal paradigms—dogmas, prejudices, 
ideologies to which we subscribe, abstractions and models, assump- 
tions we hold, or simply thinking that feels comfortable and familiar. 
Mental spontaneity, like so many of the processes that distinguish 
SQ, often requires that we be willing to enter our discomfort zone. 
This can bring us face to face with fear. 

Fear is usually the greatest barrier to achieving spontaneity. Fear 
of ridicule, fear of judgment or punishment, and fear of showing our 
own vulnerability. To be spontaneous, I must have the courage to 
suspend my defenses and to own both my vulnerability and my 
authenticity. These put me in touch with the spiritual dimension of 
spontaneity—a radical openness to life’s possibilities and an existen- 
tial readiness to become the person who I really am. Both are fre- 
quently accompanied by a sense of deep joy or even ecstasy. Both 
require a deep trust in life, a deep trust in myself, and a trust that I 
have a deep inner authority or inner compass that guides me. 


Opposites: The opposites of spontaneity are practicing too much 
control, being too rigid, lacking self-confidence (and confidence in 
life), being “constipated.” Habit and too high a regard for tradition 
are often the enemies of spontaneity, as is too high a regard for 
authority—deep spontaneity is often of necessity deeply subversive. 
The freshness of the child is inseparable from the subversiveness of 
the child. 


Common Distortions: True spontaneity is not impulsiveness or 
merely acting on a whim of the moment. Both are distortions of a 
very demanding and highly disciplined reality. Someone who is 
merely impulsive or unthinking is usually insensitive to or unrespon- 
sive to the deep currents of another person or of a situation. True 
spontaneity is the freshness of the child honed by the wisdom, 
strength, and experience of the adult. 


How to Nurture: Nurturing spontaneity in its deepest sense probably 
requires a discipline like daily meditation. To be deeply sponta- 
neous, we have to be deeply aware—of ourselves, of others, of situa- 
tions, and of their respective potentials. We also need to expose 
ourselves to unfamiliar situations and people and note our 
responses. Review each day at the end, asking yourself, What missed 
opportunities did it contain? Why did I not speak my mind? Why did 
I not show my true emotions? Why did I not let myself go with enthu- 
siasm or passion? What stopped me? Do I believe in myself? 
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Spontaneity Check 

e Do you follow your gut instincts, even if it means taking risks? 

e Do you allow yourself to be open and vulnerable with others? 

e Do you enjoy talking to and playing with young children? 

e Do you ever feel an ecstatic sense that the whole of reality or 
existence is present for you now, “in this moment”? 

e Do you feel that an underlying sense of direction or inner 
compass guides you? 


Vision and Value Led 


In August 1963, I was among a crowd of some 100,000 people gath- 
ered before the Lincoln Memorial on the Mall in Washington, D.C. We 
had prepared for this event all summer, and a great excitement filled 
the crowd. But none of us could have imagined or foreseen the 
electrifying wave of inspirational energy that swept through us as 
Martin Luther King Jr. almost sang out the ringing phrases of his now 
famous “I Have a Dream” speech. His words, their passion and the 
vision they offered, galvanized us, fired our motivations, and trans- 
formed the social and political landscape of our country. That is 
what real visions do. 

Dr. King’s words reached beyond the given realities of American 
race relations and painted the picture of a new, more just and loving 
society scarcely imagined by the American people at that time. He 
palpably ached in the whole of his being for the not-yet-born, and 
that ache carried in his voice as an inspirational longing. This, too, is 
a vital feature of great visions. They reach deep into a well of human 
potentiality and present us with the not-yet-born. They make us 
dream, They make us long. They motivate us. It was with a similarly 
powerful vision that Mahatma Gandhi led India to independence and 
Nelson Mandela ended apartheid in South Africa. And that same 
visionary spirit lay behind Merck Pharmaceutical’s gift of a cure for 
river blindness to the Third World, behind Henry Ford’s vision of 
bringing transport to the common man, and Coca-Cola’s construc- 
tion of health clinics throughout rural China and Southeast Asia. 

Visions give rise to new realities through raising human motiva- 
tions. But visions themselves are based on deep values. The founder 
of Merck valued health and bringing health to people, Martin Luther 
King Jr. valued equality and human dignity. Values are like quanta of 
energy. They make things happen. Our deepest values define us as 
the human beings that we are and lay the foundations for the kinds 
of organizations and societies that will bring out the best of human 
potential. If we want to shift human and corporate motivation 
beyond its currently low level on the Scale of Motivations, we can do 
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so only through a healthy dose of the idealism that flows from serv- 
ing fundamental values. 

Nearly all companies these days talk about the values they claim 
to hold. Many print them on little cards for employees to carry 
round in their wallets. How do these facile attempts to appear value- 
driven differ from serving really fundamental values? They differ in 
both the spirit and the content of really living by values. For funda- 
mental values, Plato’s big three—Goodness, Truth, and Beauty—are 
quite a good start. Others are life, liberty, and the pursuit of happi- 
ness, or fidelity, respect, and service. 

In Table 7.1 I have gathered a short list of some fundamental 
values. Many others could be added. All fall into one or more of 
three categories: personal values (relating to my own life—my 
friends, my family, my interests); interpersonal values (things that 
define my group and the relations between members of that group— 
like loyalty, and trust); and transpersonal values (values that tran- 
scend my own person and group, values I consider to be universal 
values, like the sanctity of life, protecting the world for future gener- 
ations, or justice). The great German philosopher Immanuel Kant 
had a moral imperative that was the basis for his system of values: 
“Always act in such a way that it would be all right if everyone acted 
that way.” This may well be a good criterion for all values, but it cer- 
tainly applies to transpersonal values. It would be very creative if it 
could apply to corporate values. 


TABLE 7.1 An Array of Values 


Excellence Honesty Mercy Friendship Health 
Humility Order Compassion Austerity Respect for 
property 

Service Liberty Respect Awareness Loyalty 

Gratitude Harmony Life Regard for Respect for 
future ancestors 
generations 

Truth Equality Fidelity Altruism 

Beauty Stewardship Tolerance Politeness 

Balance Modesty Forgiveness Privacy 

Public good Happiness Love Obedience 

Respect for Commitment Protection of Education 

elders children 
Saving face Justice Maintenance Wisdom 


of family 
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Opposites: To be vision and value led is to be idealistic, unselfish, 
and dedicated. Thus the opposites are to be cynical or overly prag- 
matic, self-serving, and opportunistic. Other opposites are to be very 
materialist, lazy, or undisciplined. Realpolitik is an excuse for jetti- 
soning values for the sake of selfish or short-term gain. Where a 
value-driven person or organization reaches beyond the given and 
raises the game, cynicism uses the given as an excuse (“Everybody 
does it.”)—and usually lowers the game. 


Common Distortions: A visionary can be so caught up in a vision as to 
lose touch with reality, or with the negative possibilities of a vision. 
This can lead to closed-mindedness, fanaticism, a dictatorial leader- 
ship style, blinkered vision, or an insensitivity to pragmatic reality 
and daily necessities (“a mere dreamer”). Adolf Hitler was a great 
visionary, but he did not serve fundamental human values. 


How to Nurture: Give vent to our highest aspirations, think about an 
opportunity or a situation: How could it be? Perhaps make a resolu- 
tion each week to raise the game at work or in my personal life—and 
arrange for a small reward or punishment. Review my values and 
goals. Are they really what I live for? Am I living true to them? In an 
organization, ask if this organization is really about something 
worthwhile? If not, what changes would make it so? What changes 
would inspire people and raise their motivations? 


Vision and Values Check 

e Are you motivated by ideals like helping others or serving 
some higher cause? 

e Do you live by your ideals? 

e Do you feel called upon “to go that extra mile” to bring 
excellence to whatever you do? 

e Do you feel inspired by great leaders or public figures, 
historical or contemporary? 

e Do you reflect on questions like the meaning of life, the 
purpose of your life, the meaning behind your work or 
relationships? 


Holism 


At Blue Circle Cement they had a problem with profit margins. Delivery 
costs were running too high and the company had pretty much 
decided to cut back on trips, and thus on drivers. The company had 
earlier adopted a policy of open dialogue and full consultation with 
employees, so a meeting was called to discuss the problem and to 
announce job cuts. A tanker driver named Bill spoke up at this meeting. 
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“The problem isn’t the number of trips and drivers,” Bill said 
emphatically. “It’s the size of the gas tanks.” A bemused CEO asked 
Bill to explain his thinking. Bill then pointed out that Blue Circle’s 
gas tanks were designed for long-distance journeys of three hundred 
to four hundred miles, whereas the average journey per delivery was 
only eighty miles. “All that weight could be used for carrying 
cement,” he said, and then added, “You should also look at the 
weight of our metal hoses.” When technical experts followed through 
on these observations, they discovered that General Motors could 
supply trucks with smaller tanks at less cost, and that the heavy 
metal hoses could be replaced with light plastic ones. When these 
changes were made, productivity rose by 500 percent in the first 
six months without job cuts. 

Blue Circle’s action was holistic to begin with because it had in 
place a system of consultation that enabled a simple driver to speak 
up and be taken seriously by the bosses. And that driver’s thinking 
was holistic because he looked at the productivity problem as a full 
system problem. He considered the interplay and connectedness of 
individual factors bearing on delivery costs, and thus brought a 
fresh perspective to the problem. 

Holism in science is a defining quality of both quantum and com- 
plex adaptive self-organizing systems. It is an internal holism in that 
the relationship of the different parts of the system helps to define 
not just the system itself but even to give final form to the parts them- 
selves. In physical holism, it is the relationship between things that 
defines their reality. You can’t break a holistic system down into its 
separate parts without losing something vital of both those parts and 
of the system they comprise. You can’t isolate the individual factors 
within the system. This is one of the qualities that made twentieth- 
century science revolutionary and paradigm breaking. 

Holism is also a defining quality of and process within using SQ. 
It is an ability to see larger patterns and relationships, an ability to 
see the internally functioning connections between things, the over- 
laps and influences. It is an ability to look at a problem from every 
angle and to see that every question has at least two sides, and usu- 
ally more. It is also a perception that a deeper common reality 
underlies most differences. Seeing the holistic nature of a problem 
also taps into the deeper potentiality within the situation from which 
it arises. (Most situations include possibilities analogous to Blue 
Circle’s use of smaller gas tanks and lighter hoses instead of cutting 
back on the workforce.) At its most “spiritual” level, holism gives us 
the ability to see the infinite within the finite. And it gives us access 
to the deeper currents and patterns of a problem or situation. It taps 
us into possibilities. 
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Holistic people rely heavily on intuition, which is itself simply the 
initial and pre-logical perception of patterns, relationships, and coher- 
ences. A holistic thinker is reflective and broad-minded, living life on a 
bigger stage. Such people are sensitive to the inner workings of groups 
or situations. They take responsibility for their part within the whole 
and are always aware of how that whole affects them and others. 
Such people are needed to address, for example, the overwhelming 
problems issuing from human actions affecting the environment, and to 
appreciate that the environment human beings create impinges upon 
our own well-being. The same is true of perceiving the complex interre- 
lationships and patterns within a globalized economy, the social, politi- 
cal, and spiritual issues that bear on and create economic reality. 

Traditionally, organizations have been described as machines, or 
as collections of individuals (or at best, collections of teams) united 
by rules, practices, and a “culture.” But this is bitty and piecy. The 
holistic aspect of SQ enables those parts or individuals to become a 
system and allows, literally, our organizations to become complex, 
self-organizing adaptive systems, with all the creativity that implies. 
It breathes life into a system from below, from the deep well of 
potentiality latent within the system. 

In my view, the real glue or holistic underpinning of a society 
or an organization (or even of an individual) is its vision and deep 
values, its sense of being about something meaningful. This is the 
driving force that binds together and motivates any human complex 
system and ensures its function. An organization works when it is 
aware, at least unconsciously, of this driving vision and values and 
is true to them. When it is not, it is bound to be dysfunctional. 
Preoccupation with the bottom line does not integrate or motivate 
at this level. 


Opposites: The opposite of holism is atomism—a tendency to see life, 
work, and problems as a collection of separate parts. To be atomistic 
is to be fragmented, to let thoughts or actions function in isolation, 
without regard or sensitivity to the whole or to the bigger picture. 
Atomistic people get lost in the details, they “can’t see the forest for 
the trees.” Such people are often partisan or parochial, their thinking 
limited to local or immediate conditions and blinkered by the imme- 
diate. The prevalence of short-term thinking in business and politics 
is symptomatic of atomism. 


Common Distortions: Holism can be taken too far as well. At the 
extreme, you risk getting lost in the big picture and thus becoming 
too insensitive to the importance of detail, becoming undiscriminat- 
ing or irresponsible. (“It’s all too much for me.”) 
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How to Nurture: Look for a unifying or emerging theme running 
through a course of events. Look for the wider context within which 
a problem has arisen. Follow through a chain of causal connections 
leading to this moment or concrete situation, and the chain of conse- 
quences likely to follow from the action you take in response. Take 
an actual event or action of some significance and follow through the 
steps that led up to it and those things that followed from it. How far 
back or forward can you trace the radiating lines of causality? 


Holism Check 

e Do you tend to look for relationships between apparently 
different things? 

e Do you look for a wider context into which you can put 
problems or events? 

e Do you have a sense that events or problems that come to 
your attention are interconnected? 

e Do you have experiences of anticipating or knowing the 
unspoken thoughts of others, or sense a flow of energy 
coming from other people? 

e Do you ever have a sense of everything being permeated by 
infinite love, infinite clarity or infinite presence? 


Compassion 


A Dutch investment banker whom I shall call “Geert” wrote to me with 
a request very similar to that of Mats Lederhausen of McDonald’s. Like 
Mats, Geert was at the top of his career, the senior investment ana- 
lyst for one of Holland’s big banks. And like Mats, he wasn’t happy. 
“I just spend all my time making money for myself and for my bank,” 
he complained when we met. “There’s a whole troubled world out 
there, and I feel I just have to do something about it.” What Geert 
wanted from me was a little moral support for a decision he had 
already taken. A young man in his mid-thirties, he had decided to 
leave investment banking to set up a global ethical investment fund. 
Besides channeling his fund’s money into ethical businesses, he 
intended to set aside 10 percent of all profits for the development of 
clean energy in the Third World. 

In the Latin, compassion literally means “feeling with.” A quality 
of deep empathy, compassion is not just knowing the feelings of oth- 
ers but feeling their feelings. It is knowing what it is like to walk in 
my neighbor’s shoes, and perhaps wanting to help the journey that 
my neighbor makes less painful, less needy—for my neighbor’s 
sake. Hence it is an active feeling-with, a willingness—no, almost a 
compulsion—to get involved. Compassion requires that I feel the 
common humanity of my neighbors even if their views are alien to 
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or opposite to my own, feeling-with them at a deep level even if I 
have to kill or destroy them because they are my “enemy” and 
threaten me. We are often able, through compassion, to draw out 
the potentiality for good from within even the very bad. This is the 
nurturing aspect of the quality. 

All psychological evidence shows that we are more likely to be 
compassionate toward or cooperative with someone from our own 
family or group than toward members of other groups. This is no 
longer good enough, given the global links that cause us to impinge 
upon one another even as strangers. A part of the paradigm shift to 
spiritual capital entails a paradigm shift about the so-called other- 
ness of others. Can I call any person a stranger? Albert Einstein said 
that true compassion was compassion for the whole of existence, for 
every last speck of dust within it. Both quantum physics and the 
qualities of the universal field of meaning within which we all partici- 
pate tell us that we are all pieces of each other, or at the very least 
all individual expressions of the same underlying reality. I am my 
brother’s keeper because I am my brother. 

True compassion requires the courage to be vulnerable and to 
own my vulnerability. My compassion for another is usually evoked by 
that other’s vulnerability, but a healthy realization of “There but for 
the grace of God go I” prevents compassion from descending to mere 
pity. It acknowledges that today especially we all have a shared vul- 
nerability. An honest awareness that now we are all in this together 
can lead to a very pressing sense of feeling-with the plight of others. 

The word passion is also hidden within compassion. If I feel-with 
someone or something, it can fill me with a passionate intensity 
within, it can stir me. Hence again, stirring me to become involved, 
active. That is why it is associated with one of the highest of our 
motivations, higher service. 


Opposites: A compassionate person is both sensitive and responsive. 
To feel no compassion is usually linked with insensitivity, cruelty, 
indifference, unresponsiveness, or cynicism. A person whose driving 
motives are self-interest or self-assertion is unlikely to feel much 
compassion for others. 


Common Distortions: Sentimentality. To be pitying (which is a form of 
contempt) or bossy and interfering. To impose what I think best 
upon the other. To get carried away with my own enthusiasm and 
lose perspective. 


How to Nurture: Become more honest about my own vulnerabilities. 
Be more aware of the consequences of my actions or feelings. Think, 
How would I feel if these were directed toward me? Do something 


94 SPIRITUAL CAPITAL 


regularly and gladly for others. Notice the things for which I am 
grateful and imagine being deprived of them. 


Compassion Check 

e Do you feel the feelings of others? Their pain? Their joy? 

e Have you ever felt a universal sense of gentleness or 
nurturing love? 

e Would you agree with the statement, “I am my brother’s 
keeper because my brother is myself”? 

e Have you ever felt a sense of reverence or awe for all of 
existence? 

e Can you empathize with the pain, suffering, or anger of people 
who radically disagree with you, or who may even be a threat 
to you? 


Celebrate Diversity 


On a lecture tour of Finland I noticed and commented on the homo- 
geneity of Finnish culture. “That is exactly our big problem,” 
responded an executive from Nokia. “We are too alike. We all come 
from the same kind of schools, we went to the same few universities, 
and we all think alike. We lack the enrichment of diversity.” In our 
more diverse Western nations and economies, with their now- 
common “diversity initiatives,” diversity too often means having an 
acceptable number of people from ethnic backgrounds on the pay- 
roll and a token woman on the board of directors. 

A full appreciation of real diversity and its benefits is difficult for 
Western people and organizations. For more than two thousand 
years, ever since Moses came down from Sinai with his Tablets of 
the Law, ours has been a culture of the One God, the one truth, the 
one way. This thinking runs through all Western religions, appears 
again in Newtonian science (absolute space, absolute time, universal 
laws of nature), and is even built into our logic: either/or rather than 
both/and. This gives Westerners a negative view of conflict and dif- 
ference. We see conflict as something to be “resolved,” usually 
through the defeat of any opponents. At best we tolerate difference, 
allowing it to coexist despite our disagreement or discomfort. 

By contrast, complex adaptive systems in nature thrive on diver- 
sity. That bit of grit in the oyster becomes a pearl. 

Genuine diversity means loving or at least highly valuing other 
people and conflicting opinions for their differences rather than 
despite those differences. It means seeing difference as opportunity. 
This requires, for Westerners, making the quantum leap of recognizing 
that truth is multifaceted, perhaps infinite, and that there is no “one 
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best way.” (Einstein’s physics assumes as many valid points of view on 
space/time as there are observers; quantum physics makes the ground 
of all reality a field of infinite potentiality—the quantum vacuum.) A 
celebration of diversity recognizes that the best approximation to 
understanding a problem or evolving a strategy is to capture as many 
points of view on it as possible. This requires a recognition that what 
brings discomfort or challenges assumptions is often the best teacher. 

A full celebration of diversity means almost thanking God for 
the other’s difference, because that difference enriches my own 
reality and opportunities. This allows me to respect a point of view 
(a religion, a belief, an argument) as valid and thus worth consideration, 
even though it is different from mine. And this of course requires that 
I be somewhat humble about the importance of my own opinion. All 
these qualities require that I (or my organization) be deeply secure 
enough in myself to question myself and possibly all that I hold 
sacred. For this I must cultivate a deep trust that truth will emerge 
from conflict, or from a situation’s self-organizing potential, and must 
give up the need for total control. 

A rich diversity underlies each one of us as individuals (and usu- 
ally as organizations). Learning to appreciate it in others can help 
me learn to accept the rich chorus of my own many inner voices. 
This leaves me more open to intuition and hunches, more broad- 
minded and more open to life’s or a situation’s different possibilities. 
It makes me more flexible, more self-questioning, thoughtful, open to 
learning, and willing to grow. 

There is a rich lesson to be learned about diversity from its role in 
natural complex adaptive systems. In science, homogeneous systems 
are very stable but hence slow to adapt. If an organization’s dominant 
culture is too strong, it can share this flaw. By contrast, too much 
diversity or dissent in a system just tears it apart. Systems poised at 
the edge of chaos hold homogeneity and diversity in a critical balance. 
We might use the metaphor of “Her Majesty's Loyal Opposition” to 
illustrate the necessity of loyal dissent within a company culture. 


Opposites: A person who cannot celebrate diversity sees only one 
way forward and tells everyone else, “It’s my way or the highway.” 
This leads to a dictatorial leadership style and narrow, exclusive atti- 
tudes. Such people are often narrow-minded, even arrogant, preju- 
diced, and insular. They are usually deeply insecure and in extremes 
can even become paranoid. 


Common Distortions: Too much appreciation of diversity can leave me 
superficial, not being able to claim or relate to any point of view as 
my own. It can leave me vacillating, undiscriminating, and fearful of 
taking a stand. This in turn makes any commitment difficult. 
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How to Nurture: Participation in a dialogue mode of conversation with 
different others is essential. Try taking another’s different point of view 
and really living it. See how it feels to wear the other’s mind-set. Travel 
and expose myself to different cultures—within or outside my own 
country or organization—and “go native” in them. Ironically, develop 
and feel more secure about my own point of view or traditions. It is the 
secure person who feels less threatened by difference. Shift corporate 
culture from its present motivational position of fear. 


Diversity Check 

e Do you relate easily to people who are different from yourself? 

e Ata party, do you reach out to meet new people rather than 
chatting to those you already know? 

e Do you feel there is more than one way to solve a problem or 
reach a goal? 

e When having a conversation with people you disagree with, 
can you see their side of the issue? 


Field Independence 


Once during his long campaign for Indian independence, Mahatma 
Gandhi organized a national march from one side of India to the 
other. Tens of thousands walked with him in the dust and heat. Mid- 
way through, he suddenly stopped and announced, “No, No, this is a 
mistake! Turn back.” Appalled, his followers questioned his judg- 
ment and consistency. Gandhi replied, “My commitment is not to 
consistency. My commitment is to do what I think is right at every 
moment, even if it means saying that I was wrong.” 

Field independence is a psychological term that means being able 
to stand against the crowd or, as in Gandhi’s case, even against the 
previous dictates of my own mind. It is to have my own firm convic- 
tions that I live by, even if these isolate me or make me unpopular. It 
is to know my own mind and to be able to hold my own point of 
view, despite group pressure. More subtly, it is to see through and 
stand against the currents of my organization or culture that would 
influence my independent judgment, and to be able to stand apart 
from immediate circumstances and see my own way through. 

More difficult still, field independence implies an ability to stand 
apart from the paradigms or habitual patterns of my own mind, to 
see when I am in error or thinking in boxes. Even more subtly, it 
means to be deeply independent of entanglement, of those tenden- 
cies in my own being that might imprison me—craving, hating, 
resenting, envying, a need for flattery or justification, the thrill of 
popularity. These are all things that influence my reactions and 
responses and that trap me lower down on the scale of motivations. 
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At its most spiritual, to be field-independent is to stand on a high 
mountain in the clear air and have a wide, independent perspective. 
To have the strength to be lonely, to feel isolated, to feel that I am 
the only person on the planet who sees as I do—and yet carry on. It 
is to be steady, focused, steadfast, independent-minded, self-critical, 
dedicated, and committed. These are qualities necessary in the cap- 
tain of a (corporate?) ship sailing a wild sea or the officer who must 
take command in the midst of battle. They are also the qualities of 
the scientist or the artist (or any innovator) who discovers a new 
way of seeing or doing something. Field-independent people can 
seem stubborn, they can be genuinely subversive, but without them 
ideas and culture never move forward. The herd is always led by 
someone who can stand apart from the herd. 


Opposites: Conventional or suggestible people are the opposite of 
field-independent. They need the support of the group, the support 
of tradition or convention. A person who depends on approval, on 
the good opinion of others, or who is overly dependent on circum- 
stances cannot be field-independent. Also, anyone who is blind to 
their own temptations and motivations (lacking self-awareness) can- 
not be self-critical or truly disciplined. 


Common Distortions: The philosopher Nietzsche said, “convictions 
are more dangerous enemies of truth than lies.” Men or women of 
conviction can be just plain stubborn. They can be fanatical, unre- 
ceptive to criticism, obstinate, closed to other points of view or to 
diversity. Perhaps worst of all, they can believe in themselves too 
much and become immune to self-criticism. 


How to Nurture: A practice of daily meditation or reflection that culti- 
vates self-awareness will help develop field independence. Reflect on 
my own deepest values and on what it takes to live true to them. 
Check myself at the end of the day: Did I give way to flattery or a 
need for approval? Was I reluctant to fight for my point of view? Did I 
brush aside the criticism of others or fail to be vigilant about my 
own motives? 


Field Independence Check 

e Are you willing to stand by your convictions when all around 
you disagree? 

e Are you willing to be unpopular in a good cause? 

e Do you dress to please yourself instead of others? 

e Do you enjoy your own company? 

e Do you consider carefully and listen to others before going 
your own way? 
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Asking Why? 


A few years ago a very serious accident struck a Japanese nuclear 
power plant. The flow of coolant through the reactor decreased and 
the control rods overheated. The reactor reached criticality and 
exploded. In the inquiry that followed it was discovered that engi- 
neers at the plant had taken a shortcut in an effort to boost the plant’s 
efficiency. Not understanding the fundamental principles of a nuclear 
reactor, they caused an accident. The engineers forgot to ask, Why? 

The natural curiosity of children makes them repeat “Why?” 
incessantly, yet in both our schools and in our organizations we 
discourage questions. Questions are seen as bothersome, distract- 
ing, even disloyal. Children attend school to be taught; employees 
(and even managers) are hired who will be told what to do. The 
result of this is to discourage not just the child in us (the passion, 
freshness, and spontaneity) but also the creativity of the childlike 
questions that have accompanied all great adult innovations and 
breakthroughs. Isaac Newton famously described himself as being 
like a young boy standing on a beach in awe of the great ocean of 
undiscovered truth that lay before him. Einstein, when asked about 
the secret of his great intelligence, answered, “When I was a young 
boy in school I used to get into trouble for asking so many questions. 
Now that I am a famous scientist, I am allowed to ask all the ques- 
tions I like, even ‘dumb’ ones.” 

An active curiosity and a tendency to ask fundamental Why? 
questions are critical to the whole scientific spirit, which is a spirit of 
endless inquiry. In quantum science, Heisenberg’s famous Uncer- 
tainty Principle established that asking questions (doing experi- 
ments) actually creates reality. Questions pluck possibilities from the 
infinite sea of potentiality (the quantum vacuum) and turn them into 
actualities. Yet we see that our corporate culture, drenched as it is in 
an atmosphere of fear, has little tolerance for questions. As a result it 
represses the higher motivations of exploration and creativity. 

A need to ask Why? stems from our deeper motivation to under- 
stand things, to get to the bottom of them (exploration). It is accompa- 
nied by a tendency to refuse to take anything for granted, questioning 
the reasons, foundations, or inner workings of everything, and asking 
if it could be better or different. Asking Why? also takes us beyond the 
given, the present situation, and encourages us to explore the future. 
Why do we make this product rather than that one? Why do we use 
this distribution system or these raw materials instead of some oth- 
ers? Such questions are necessary to innovation and growth. And 
they allow us to thrive on uncertainty because we are not so fright- 
ened of moving on. 
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The critics are right to fear this penchant for Why? questions. 
Questions are subversive. They usually question the status quo. They 
undermine smug assumptions and prejudices and rock the boat. The 
boat they rock may be my own. Thus the price of good questions is a 
willingness to question my own assumptions, values, and methods as 
well as those of others. This of course requires humility (reducing 
self-assertion). It also requires making that same quantum leap about 
the infinite nature of truth that is required by the celebration of diver- 
sity. I must see that truth is infinite before I can cultivate a tendency 
to keep looking for more behind any “answer,” to maintain a prefer- 
ence for good questions over good answers. This can make you a 
player of the infinite game, one who plays with boundaries rather 
than within them. (Can you imagine a corporate CEO who says to 
young executives, “I want you to come in here tomorrow morning 
with ten good questions, ten things that you don’t understand”?) 


Opposites: People who don’t ask fundamental questions either lack 
curiosity or they are fearful. The lack of questions leads to a lack of 
deep involvement, to passivity and perhaps to an unquestioning 
gullibility. A reluctance to ask questions may also arise from con- 
formity or lack of initiative. 


Common Distortions: Like all good things, a tendency to ask ques- 
tions can be taken too far. It can show an inclination to undermine 
others, or to be “clever.” Too many questions can also make people 
indecisive or vacillating, afraid to take any action because they can 
see so many alternatives. (Hamlet: “To be sicklied o’er with the pale 
cast of thought.”) 


How to Nurture: Encourage questions from myself and others, be 
open to challenge, and always look for “the matter behind the mat- 
ter,” the further truth or possibility behind any answer or explana- 
tion. Reward questions in others, encourage them to probe. Pay 
attention to surprising or anomalous events or facts—they are clues 
to seeing things from a wholly new perspective. (Scientific revolu- 
tions always follow from incorporating anomalies that a previous 
science could not explain.) 


Why? Check 
e Do you try to understand the meaning behind rules, customs, 
and events? 
e Are you dissatisfied with first explanations? 
e Do you like to glean the thinking behind other people’s 
pronouncements, to understand “where they are coming from”? 
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e Do you sometimes reflect on cultural or behavioral trends and 
wonder why they are as they are? 
e Do you like to keep up to date with current affairs? 


Reframing 


Peter Schwartz’s Art of the Long View and the work on scenario plan- 
ning at Royal/Dutch Shell that it describes have transformed strate- 
gic thinking. The essence of that transformation is an ability to 
rethink the past and to imagine the future—indeed, to imagine many 
possible futures, and to see how these might bear on present deci- 
sion making. Both rethinking the past and imagining the future are 
acts of reframing—literally, putting a different (larger, broader) 
frame around a situation or problem and then seeing it from a larger 
or different perspective. 

Reframing requires standing back from a situation, suggestion, 
strategy, or problem and looking for the bigger picture, the wider 
context. Sometimes this wider context is spatial, taking in a wider 
geographic perspective or a wider set of people and situations likely 
to be influenced by a decision. Sometimes it is temporal, noticing 
how different a strategy looks if viewed over a longer time frame. 
Some solutions to problems look brilliant in the short term, but if 
looked at from a long-term perspective they seem quite dumb. 
Vandana Shiva has pointed out that the World Bank’s policy of 
dumping industrial pollutants in Third World countries is such a 
dumb solution. Over the long term, the overall contamination of the 
earth’s atmosphere is the same, and will affect us all, wherever on 
the globe we initially dump the pollutants. The same criticism can be 
made of President Bush’s rejection of the Kyoto Treaty. To claim 
that saving the earth’s environment “is not in America’s interests” is 
to view those interests in a very narrow time frame. 

Perhaps the most critical block to reframing problems (or oppor- 
tunities) is our own minds, the fact that most of us are always think- 
ing inside some box, inside some set of assumptions. We have first 
to become conscious of this and of what these assumptions are, and 
then we have to blow up (or blow out) the walls of the box. This can 
take us into our discomfort zones. As Peter Schwartz describes the 
process at Shell, “We evolved a discipline that allowed us to examine 
our mind-sets so that we could bring forth our prejudices and 
assumptions. . . . But what helped focus our attention on useful 
subjects was paying attention to those situations that made us 
uncomfortable or which we really did not understand.” 

People (and organizations) that can reframe are more visionary, 
able to imagine (and perhaps bring about) futures that do not yet 
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exist. Hence they are open to possibilities. They are creative (seeing 
the not yet seen) and broad in outlook. They are of necessity self- 
critical, and usually more adventurous. But because they can see 
beyond their own and others’ paradigms, their insights can feel 
threatening or “mad” to those more comfortable with the given or 
with the narrow view. This has always been true in science and the 
arts as well as business. 

Psychologists have found that it is possible to predict which ado- 
lescents and adults will be better at reframing situations from their 
behavior as small children. In one experiment, four-year-olds were 
offered two marshmallows, with the proviso that they could have two 
more later if they only ate one of these now. When retested at the age 
of fourteen, those children who had been able to delay their gratifica- 
tion at age four now showed wider and more sophisticated cognitive 
abilities, including an ability to reframe.? An overall strength of char- 
acter embeds many of these qualities of spiritual intelligence. 

At the spiritual level, reframing can be seen as bringing some- 
thing new into the world or something new into yourself. In this 
sense, reframing your set of assumptions can be like undergoing an 
act of initiation. 


Opposites: The person or organization that cannot reframe problems 
or opportunities is always fighting bushfires. Caught in a narrow per- 
spective, people see only the here and now. They are too focused or 
hidebound and suffer from “paradigm paralysis.” 


Common Distortions: Too many headlines and not enough substance. 
Too much “vision” while impatient with detail and unable to deal 
with practical matters. Lost in possibilities. Sometimes a rebellious 
need to challenge existing assumptions even when these are ade- 
quate for the moment. 


How to Nurture: Build a set of conceptual models that contextualize a 
problem or issue, and make each model more comprehensive 
(larger) than the last. Subject assumptions to criticism by exposure 
to other points of view. Hold brainstorming sessions with unconven- 
tional people. Participate in regular dialogue groups. Think the 
“impossible” and see how it feels. Just finding my current position on 
the scale of motivations and comparing it to where I (or my organiza- 
tion) want to be can initiate an act of reframing. 


Reframing Check 
e Are you good at looking at questions from many angles? 
e Do you go outside your comfort zone when seeking new 
experiences? 
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e Do you “cast your net wide” for information that might bear 
on the problem at hand? That is, do you go outside the box? 
e Do you question the value of things’ being left just as 
they are? 
e Are you good at seeing the big picture? 


The Positive Use of Adversity 


Charles Handy describes an “alchemist” as somebody who can make 
things happen, someone who can create something out of nothing. 
Such people are the innovators in business, the arts, and the sciences. 
A common feature of alchemists is their “doggedness,” their ability to 
stick with a project or an idea and see it through no matter how tough 
or disaster-ridden it gets. “Alchemists have the extraordinary ability,” 
says Handy, “to turn disaster into new life.”3 

One of Handy’s alchemists is Virgin’s Richard Branson, a man 
who even did a brief stint in jail for one of his early business mis- 
takes. Says Branson, “My businesses grow out of my experiences, 
usually my bad experiences. I see something done badly which I 
know that we could do better—like the airline.” Like all English 
schoolboys, Branson would have grown up with Rudyard Kipling’s 
character-forming poem, “If”: “If you can meet with triumph and di- 
saster and treat those two imposters just the same. . . then you will 
be a man, my son.” Positive use of adversity is an important quality 
of spiritual intelligence because it enables us to learn from and use 
our mistakes. It teaches us to recognize our limits, not just to live 
within them but often to surpass them. We grow and learn from suf- 
fering or failure and make gains from our setbacks. “Pick myself up, 
dust myself off, and start all over again.” Yet such wisdom goes 
against the grain of a corporate culture that takes no prisoners: 
“Here is your budget,” say most senior managers. “It is tight, so don’t 
make any mistakes.” I know of no corporation that gives an award for 
the most creative mistake of the week. Rather the ethos is screw up, 
and you pay for it. This is one of the chief reasons an atmosphere of 
fear permeates corporate culture. 

The positive use of adversity requires great strength of character, 
but it is also the only thing that really builds character. “That which 
does not kill me makes me stronger,” said the German philosopher 
Nietzsche. Using adversity requires the courage to look at my own 
weaknesses, faults and past mistakes, to own them, learn from them, 
and grow beyond them. It requires that I be brave enough to face the 
pain that accompanies shame, and thus have the resilience to grow 
beyond the causes of that shame. As American sociologist Richard Sen- 
nett points out, this in turn requires that I have an underlying and abid- 
ing sense of self, a sense of self that transcends the short-term working 
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experiences, flexible institutions, and constant risk-taking that charac- 
terize corporate culture.’ Such a sense of self can arise only from living 
true to my deepest values. Sennett calls this “fidelity to oneself.” 

More subtly, the positive use of adversity requires recognition of 
the tragic truth that not all problems have solutions, not all differ- 
ences can be resolved—and yet you need the ability to carry on just 
the same. (To be able to bear, as Shakespeare describes it, that elu- 
sive sadness that lies at the heart of the creative.) Such recognition 
confers a deep wisdom and maturity, a sense of having made my 
peace with life, or at least of having given life a good run for its 
money. To fly in the face of tragedy or setback in turn helps to build 
a basic trust in life, and thus a greater ability to live with uncertainty. 


Opposites: Those who cannot make a positive use of adversity usu- 
ally fall back on self-pity, feeling victimized or placing the blame on 
others. The corporate liking for scapegoats who can be blamed or 
fired is symptomatic of this. An inability to deal with failure or suffer- 
ing leads to despair and a sense of defeat. These can lead to the fur- 
ther damage of a permanent defensiveness or cynicism rather than 
to healing. It can lead to making the same mistake again and again. 


Common Distortions: Taken too far, a stiff upper lip can lead to a 
stony stoicism, to a loss of vulnerability and hence a loss of open- 
ness. The courage to be vulnerable is also necessary to growth and 
creativity. A reluctance to be defeated by fortune can also lead to 
recklessness sparked by a misplaced belief that I can overcome any- 
thing, that nothing can ever touch me. 


How to Nurture: Sennett’s advice is best on this. To develop deep 
resilience we must cultivate a deep sense of self, a deep awareness 
of our most fundamental values and the sense of a focal point or 
compass within. These in turn are nurtured by daily meditation and 
reflection. Getting in touch with that inner place that survives the 
ephemeral, the impermanent, finding—with Archimedes—a fulcrum 
on which to rest the lever that will move the world. 


Use of Adversity Check 

e Do you learn from and grow beyond past failures? 

e When bad things happen to you, do you find some way to 
carry on despite them? 

e Do you bounce back reasonably quickly from periods of 
gloom or dark depression? 

e Does the loss of certainties lead you to a deeper faith or vision? 

e Do you find some reason to cling to ideals despite all the evil 
and mess in the world? 
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Humility 


The director of executive education at a major international business 
school criticized my list of the twelve processes of SQ for including 
humility. “Businesspeople aren’t very interested in being humble these 
days,” she argued. Yet humility is described in the Harvard Business 
Review as one of two essential defining qualities of a “Level 5 Leader” — 
one who can “transform a good company into a great one. . . [a cata- 
lyst who can] elevate companies from mediocrity to sustained excel- 
lence.”> The other defining quality of a Level 5 Leader is possession of a 
fierce resolve. 

A sense of humility, or modesty, raises our motivations and 
responses into the positive zone of higher motivations. It gets us 
beyond the isolation of and preoccupation with our own egos and 
assumed self-importance. It opens up the possibility of learning from 
others and from experience. People who think of themselves as 
God’s gift to the world and as knowing more than anyone else have 
little motive to listen or learn. 

Healthy humility gives me a sense that I am but one player in a 
larger drama and makes me more aware of the good qualities and 
achievements of others. It makes me aware how much my own 
achievements are grounded on those of others and on the gifts and 
good fortune that life has thrown my way. This, in turn, makes me 
more sensitive to the needs of others, and more likely to be a leader 
who creates space where others can realize their own best talents. 
It makes me ask questions and seek advice, and gives me a readiness to 
admit that I could be wrong and others could be right. This promotes a 
healthy self-criticism and makes me both aware of and ready to admit 
my own limits. It also prevents me from taking myself too seriously. 

At a more spiritual level, a sense of humility puts us in touch with a 
sense that our true importance comes from something deeper than, or 
from something beyond, our mere ego selves. Beyond a purely secular 
sense of “knowing my place” in the natural and social worlds, it helps 
my self-awareness evolve into seeing myself as a part of humanity, a part 
of the universe, as a child of God, or as an excitation in the common field 
of energy shared by all. It provides a wider context and deeper meaning 
for my life. This makes humility a companion of gratitude, of deeper self- 
awareness, and of a wish to serve. Very great leaders like Abraham Lin- 
coln, Mahatma Gandhi, and Nelson Mandela have all combined deep 
personal humility with great political vision and fierce resolve. 


Opposites: An absence of humility leads of course to too much pride 
and to overbearing arrogance. It leads to a domineering or even a 
grandiose style of leadership that discourages or belittles others and 
their motivation. Such self-love or self-adulation can lead to deep 
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loneliness. It is also a large contributing factor in fanaticism. Fanatics 
wrongly believe that they have an exclusive access to truth. In busi- 
ness as well as politics and religion this can lead to dogma, blinkered 
vision, and often to disaster. Lack of humility can also impede good 
strategic thinking. Arrogant executives are less open to any informa- 
tion that does not support their existing view or existing strategy. 


Common Distortions: All good things can be taken too far or 
distorted. The obsequiousness of Charles Dickens’s Uriah Heep gives 
us the shivers. Less extremely, distorted humility can lead to self- 
doubt, low self-esteem, indecisiveness, or even to shame. It can make 
us give way when we shouldn’t. Healthy humility is always under- 
pinned by a healthy self-respect and sense of self-worth. 


How to Nurture: Reflect on how much I owe to others, or to life’s cir- 
cumstances. Who or what has helped to make me me? Day by day, or 
situation by situation, reflect on what others have contributed. From 
whom or what did I learn today? When were there times that 
I seemed to need appreciation or even flattery? Why? What qualms 
or bad feeling did I have about myself that made me need others to 
bolster my ego? What strengths can I find in myself that make me 
less vulnerable to the judgments of others? 


Humility Check 

e Are you happy to recognize that you are but one player in 
a larger drama? 

e If you make a mistake, can you admit it gracefully? 

e Do you think that your importance comes from something 
larger than yourself? That you owe your gifts to a deeper or 
higher source? 

e Do you remain open to the suggestions and contributions of 
others, even if they take you by surprise? 

e Do you accept that you have limitations, that there is only 
so much that you can or should do? 


A Sense of Vocation 


A British fashion designer told me she thought there were three rea- 
sons that someone might start a business. The first reason, she said, 
was just that there is an exploitable hole in the market. “You see that 
something is wanted or needed, and you decide to provide it.” The 
second reason is personal opportunity—inheriting a business from 
your family, or having a special skill or talent to provide a certain 
kind of thing, like fashion design or sound systems. “But the third 
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reason is different,” she said. “The third reason for starting a 
business is just a sense of I have to, it just has to be.” This third rea- 
son is more visionary, a felt need to bring something into the world. 

A sense of vocation is the active accompaniment to having a 
vision. It is a desire and the will to make that vision come true. Liter- 
ally from the Latin word vocare, “to be called,” a vocation originally 
meant a call to take up holy orders, to be called by God. As an SQ 
quality, I mean it as any calling to higher service, a sense of being 
called upon to make something good or beautiful happen in this 
world. It is a call to pursue a certain course in life, a sense of deep 
personal (transpersonal!) purpose, a need to act from and act upon 
your deepest ideals and values. Teaching and medicine have tradi- 
tionally been viewed as vocations; the law, at its most ideal, is one 
too. The ideal posed by the paradigm of spiritual capital is that being 
a business leader should also become a vocation. 

A sense of vocation is far deeper than merely having an ambition 
or a goal. There is no vocation in saying, “I want to be a millionaire 
by the time I am thirty.” Rather, having a sense of vocation is being 
driven by a wish to make my life useful, by a strong need to make a 
difference. It often comes from following an inspiration. It need not 
be a grand vocation like saving the world. A person can be called to 
become an honest leader, a good parent, or an active citizen. The 
essential quality is that “it has to be.” 

A sense of vocation usually follows from a deep sense of grati- 
tude, a sense that I have been given very much and now I want to 
give something back. That something I wish to give is not used or 
intended to manipulate those whom I will serve. It is a gift. Beyond 
mere gratitude, this quality may arise from a sense of reverence, rev- 
erence for the existence of some quality or example, or even for the 
gift of life itself. The Trappist monastic order has as its motto Labo- 
rare est orare, “to work is to pray.” Their reverence for God’s works 
leads its members to work in the world. 

People who feel a sense of vocation are usually thoughtful and 
quite grounded. They feel at peace with life and have a deep sense of 
belonging. They often have a quality of radiance or vitality that can 
inspire others. They are generous not just with their work but with 
themselves—with their time and their deep engagement. 


Opposites: I am unlikely to feel a sense of vocation if I just take others’ 
and life’s gifts for granted. I have no motive or wish to give anything 
back. I may just want to get by in life. I may be preoccupied with fur- 
thering my own patch, or even bitter, wishing to give life “a good kick 
in the teeth.” I can’t have a sense of vocation if I am suffering from 
anomie, a sense that I have no meaningful role to play in life. 
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Common Distortions: Taken out of proportion or too seriously, a 
sense of vocation can give rise to anxiety. I may even feel guilty that 
I am not doing enough. I may become a fanatic, or I may practice 
poor judgment because I lose sight of my own limitations. 


How to Nurture: Reflect on how much I have (and how much others 
don’t have). Reflect on what my life would be like without its basic 
gifts (health, sunshine, love, and the rest). Make a point of thanking 
people, or the source of all my gifts (God?), inwardly or outwardly. 
Pass on something that was given to me by passing on a gift to oth- 
ers, some help, a start in life, an opportunity, a loan, even a smile. 
Reflect on what really moves and motivates me and explore how I 
can use that to make a difference. 


Sense of Vocation Check 

e Do you feel that you want your life to “make a difference”? 

e When someone does you a favor, do you feel you should pass 
a gift on to the next person? 

e Do you feel called upon to repay all the good things that have 
been given to you in life? 

e Do you feel a sense of responsibility to others, the community, 
or the world that goes beyond your official duty or 
commitments? 

e Do you feel your life has a sense of direction that you should 
follow? 


A Psychometric Instrument? 


It is always interesting to know whether something like spiritual 
intelligence can be tested for. While the kind of objective scoring 
used for IQ measurement seems both impossible and inappropriate, 
it might be possible to use the twelve qualities distinctive of SQ to 
devise a useful assessment instrument. Ian Marshall and I did devise 
one such questionnaire, and have piloted it on three groups of exec- 
utives attending one or another of our workshops. 

The questionnaire consisted of eighty-four items, seven for each 
of the twelve qualities. Most of these items were identical to questions 
that appear in the “Check” section of each quality just described, 
though they were scrambled to make it less easy to second-guess 
appropriate answers. In all the questionnaire was given to seventy-one 
people and then subjected to statistical analysis. Three particularly 
interesting conclusions emerged from this small experiment: 


e The average scores of all three executive groups were very 
similar, and markedly higher than the scores of a randomly 
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selected group of administrative staff. This suggests the pilot 
test may be a useful measuring instrument. 

e The scores on each of the individual twelve qualities had 
medium-sized correlations with each other. The twelve 
subtests of the SQ qualities were not measuring exactly the 
same thing, nor totally different things. They are best seen as 
measuring twelve aspects of a single quality, which we defined 
as SQ. More than half (52 percent) of the total variance on the 
twelve qualities was contained in one number: the total score 
on the test. 

e The SQ assessment scores achieved bore no relation to 
gender, that is, we saw no significant difference between the 
scores of men and women. The scores on SQ also bore no 
relation to Myers-Briggs personality type, suggesting that SQ 
is an independent factor. 


These were very preliminary results, but they suggest that fur- 
ther research using the twelve SQ qualities as measurement criteria 
might gain positive results. 


How Shift Happens 


s a young child I was a bright, straight-A student. But by the 

age of thirteen, I was apathetic and lost. I had no interest in 

anything, I had put on weight, had spots on my face, and got 
straight C’s on my report card. School seemed a waste of time; life 
itself just a succession of dull, gray, pointless days. I actually consid- 
ered suicide. It was my life’s first big crisis. My parents were of no 
use. I had lost faith in my family some time before. All they could do 
was fight. Religion couldn’t help me. I had lost my faith in Christian- 
ity at the age of eleven and it seemed certain I would never feel such 
passion again. 


I was jolted out of my crisis by two events. The first was a stun- 
ning lecture by my junior high school science teacher on the atom 
and nuclear physics. The teacher brought in colorful models, includ- 
ing a model of a nuclear reactor with moving parts. He told us how 
atomic bombs were made. Before that lecture I found science very 
boring. But now it seemed to hold out a whole new world of mystery, 
awe, and power, a tiny micro-world we could only imagine with its 
own quirky quantum laws and relationships that were beyond the 
imagination. I literally ran home from school filled with excitement 
and demanded to be taken to a bookstore. 

The other event, which happened within two weeks of my 
discovering the atom, was the Russian launch of Sputnik. That was 
the first satellite to orbit the earth successfully, and it sent a tide of 
fear through the American psyche. We were behind in the space 
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race, the Russians were leaping ahead in science, and they would 
eventually use their superiority to conquer us. In a flash of insight 
my own life, and the motives that drove it, shifted radically. America 
needed scientists. I was now interested in atomic physics. I would 
become an atomic scientist to serve my country. That pivotal shift 
has directed the whole central thread of my life ever since, taking me 
into a passion for quantum physics, a university career in physics 
and philosophy at MIT, and then writing my books about the impact 
of the quantum vision on psychology, management, and spirituality. 
The motive to serve America has shifted to the wider motive of wish- 
ing to serve humanity, or the future, but the central theme remains 
the same. “I,” as I now know myself to be, was born in that two-week 
period straddling the two events that shook me out of my apathy 
and fear at age thirteen. 

I tell my personal story because it illustrates vividly how a person 
can be stuck in lower motivations (—4, fear, and —6, apathy) but then 
undergo a sudden shift to higher ones (+4, mastery—of the physics 
and its philosophy—and +6, higher service). The shift in this personal 
case was brought about through two of the transformative principles 
of spiritual intelligence coming to bear on my life and original 
motives. It was as though they had shot my life full of sudden new 
energy. These were the principles of positive use of adversity (turning 
my patriotic fear into a mastery of physics), and sense of vocation 
(turning my apathy into a heartfelt wish to serve my country). This 
personal case of SQ shift is part of a larger map or pattern illustrated 
in Figure 8.1. 

This chart, where twelve of the sixteen motives that drive human 
behavior are correlated with the twelve processes of change that 
give SQ its active qualities, reveals the particular dynamic that 
shifted the course of my own life. The chart also provides a first hint 
of how other such shifts could happen, to individuals or to cultures. 
It is the central visual image of this book and summarizes the way 
the book can be used to alter human behavior. It also summarizes 
the different natures and roles of motives and SQ processes, and 
how the dynamic between them results in long-term cultural and 
behavioral shift. 

To recap earlier observations, motives are attractors in the 
shared field of consciousness or meaning. They are just energy states, 
not consciously chosen. Energy is distributed among them—reaching 
equilibrium scattered among these states. By contrast, SQ qualities 
require acts of consciousness and will. They can be freely chosen. 
They have the force to pump energy into the motivational states, and 
to redistribute human energies into higher-energy motivational states 
(into new attractors). To get a concrete image of all this, think back to 
the earlier example of the steel balls and gullies in a pinball machine, 
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Enlightenment +8 


World soul +7 


Higher service +6- Compassion 
Generativity +5- Asking why? 
Mastery +4 Reframing 


Power-within +3- Field independence 


Gregariousness and cooperation +2  Self-awareness 
Exploration +1- Spontaneity 
a i er, Oi aie eS. Oe, See 
Self-assertion -—1- Humility 


Anger -2 Holism 


Craving =—3-~ Vision and value led 


Fear -4 Positive use of adversity 


Anguish -5 Celebrate diversity 


Apathy -6— Sense of vocation 
Guilt and shame -7 
Grace 
Depersonalization -8 


Figure 8.1 How SQ Processes Act on Motives 


illustrated here in Figure 8.2. The gullies in the pinball machine are 
the motivational attractors, energy states into which we (the steel 
balls) can sink. The SQ transformation processes enter the stable pin- 
ball system when we pull back the spring and shoot a new ball (new 
energy) into the system. This new energy can move the existing balls 
out of their gullies into new, higher-valued ones. 

In my personal example, it was a sense of vocation (SQ process) 
that shifted my underlying motivation from —6, apathy, to +6, higher 
service. Other such shifts are easy to see on the chart. For instance, 
the SQ process humility could shift a motive from —1, self-assertion to 
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Figure 8.2 The Pinball Machine of Life 


+1, exploration, and a sense of holism (seeing the deeper pattern, all 
the interconnections) could shift a person’s motive from —2, anger 
to +2, cooperation. The chart can provide more insight into the full 
dynamics of possible shift, but first it is necessary to understand the 
basic conditions required to make shift possible. 


The Role of Crisis 


Fossil records show that for the first 99 percent of the life of a 
species, it is stable. For the last 1 percent, when it has presumably 
hit an environmental crisis, it becomes unstable. It suddenly pro- 
duces many mutations in all directions, some of which may survive 
the crisis as new species. It is the same with human beings and 
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organizations. We spend most of our time in an ordered, habitual 
state, going about our activities in the same way we always have. 
Whatever motives drive us are also stable 99 percent of the time. 
The world couldn’t really carry on if this were not the case. Creativ- 
ity is desirable but costly. It takes as much energy per unit of time to 
have a creative thought as it does to play a game of rugby football. 
Bringing any SQ transformative process into play to shift motives 
means pumping energy into the system. That energy has to come 
from somewhere. 

Shifting the qualities or position of a stable system requires 
enormous energy, but during that 1 percent of the time the system is 
evolving, things are different. When a stable system meets a crisis, it 
can move to the edge of chaos (become radically unstable). At the 
edge of chaos, elements of the system are less stuck. It is as though, 
on a pinball machine, the gullies holding the steel balls have sud- 
denly become much shallower. Now when new energy (a new ball) is 
shot into the system, the existing balls fly out of their gullies much 
more easily, and in all directions. The balls are searching for new 
attractors (new gullies) into which they can fall. This is what hap- 
pens to a human being or to an organization in crisis—it takes less 
energy to shift the underlying motivations that have been directing 
behavior. So bringing SQ to bear on a system in crisis is more likely 
to be effective than using it to shift a stable situation. 

Here are some common examples of how crisis can move people 
to the point of changing their behavior. A man whose very bad tem- 
per upsets his wife may do nothing to restrain himself until one day 
his wife leaves him. An alcoholic will seldom give up drink until his 
whole life has reached a state of crisis—he loses his job, loses his 
wife, is told his liver won’t last another year. People seldom change 
their behavior unless they have to. Shifting behavior requires shifting 
underlying motives, that is, shifting a whole paradigm. We only garner 
the energy to shift paradigms when our old paradigm isn’t working. 

At a steel plant in the north of England where I worked as a con- 
sultant, the impending crisis promised the imminent closure of the 
plant and the loss of twelve hundred jobs. The way this crisis 
unfolded, and the paradigms that had to be shifted, offers a good 
example of SQ transformation processes at work in shifting motives. 

The steel plant in question had a long history of labor-management 
strife. Given the constraints of the English class system, the workers 
and their union leaders were working-class men while the managers 
were middle class. This alone laid firm foundations for strife and mis- 
trust. But in addition the plant was not doing well. Competition from 
Eastern Europe had cut into profits. Indeed, the mill was currently run- 
ning at a loss. Despite this, the unions would not consider wage cuts or 
changes in working practices. Both sides of the conflict just blamed 
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each other, and civil communication between them had all but ceased. 
To top it all off, the parent company had brought in a new female CEO 
from the United States to try to turn the situation around. Aside from 
tea ladies and the occasional secretary, she was the only woman at the 
site. English working-class men do not easily abide being told what to 
do by a woman, particularly an American one. 

Looking at the possible motivations on the chart, it’s easy to see 
that both management and workers at the steel mill were stuck on 
the negative part of the scale. Management and union bosses were 
maintaining their right to call the shots (—1, selfassertion). There 
was incredible anger (—2) on both sides. Management wanted more 
power and higher profits and the unions wanted easy working condi- 
tions and better wages (—3, craving). Both sides also craved secu- 
rity. There was also a great deal of fear (—4)—on both sides—that 
the plant would be closed. For some of the workers at the plant, who 
had known no other jobs since the age of sixteen, fear of closure had 
even led to a certain amount of anguish, —5. By the time the consult- 
ants were called in, this was a plant in deep crisis. 

After the usual period of analysis, our consultancy group 
decided that poor communication, lack of trust, and blinkered vision 
were the main enemies of cooperation at the mill. Without coopera- 
tion, the mill had no future and its twelve hundred people would be 
joining the unemployed. After consulting all the various warring 
groups separately, we settled on the establishment of a dialogue 
group as our first strategy. This was to be dialogue of the sort first 
articulated by the physicist David Bohm and then further developed 
by Bill Isaacs’ Dialogue Group at MIT. Representative members of the 
steel mill’s community, from furnace workers and foremen to divi- 
sion managers and the CEO herself were asked to attend the dia- 
logue group regularly. All were asked to speak plainly and honestly 
while avoiding personal rudeness, and to speak without fear. There 
were to be no unwanted consequences of what went on in the group. 

In this dialogue group, men spoke to each other across the usual 
barriers of job description or status. They spoke about issues that 
had never been openly discussed, and how they felt about them. It 
emerged that everyone was full of fear, and no one wanted to see the 
mill close. The conversations around this, where warring factions 
came to see each others’ points of view (holism), itself shifted group 
motivations from —2, anger to +2, cooperation, and then by means of 
the acquired humility, from —1, self-assertion, to the more useful and 
positive +1, exploration. But the biggest shift of all was brought 
about through qualities driving the CEO. 

Instead of avoiding confrontation or pretending to have all the 
answers, this petite blond American woman spoke out honestly. She 
pointed out that it wasn’t easy being the only female on the plant 
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site, nor the only American in that area of England. She, too, found 
the situation awkward. But most strikingly of all, the CEO confessed 
she was as fearful as everyone else. She couldn’t be certain the trans- 
formation plans designed to save the mill would work (humility). All 
they together could do was make the best of a very bad situation 
(positive use of adversity). They might have to remodel their whole 
notion of how the plant should function (reframing). Though express- 
ing her uncertainty about the future, the CEO spoke with authority 
and inner conviction (+4, mastery). 

In this particular case, the dynamics of the dialogue group 
itself brought into play nearly all twelve of the transformative 
process of SQ. This was managed in part by the facilitators’ direct- 
ing the conversation so as to evoke those processes in partici- 
pants, and in part just because that is what good dialogue does. 
The shift in the motives that drove the mill’s culture also owed 
much to the new CEO’s own higher motivation of mastery. When an 
organization is led by someone at least as high as mastery, its 
whole culture is moved toward higher motivations. For the steel 
mill it worked brilliantly. Within six months, the issues of commu- 
nication, trust, and vision were cleared up, and all the people at 
the plant put their backs into making the company’s transforma- 
tion program work. Camaraderie at the plant increased tenfold, 
across class, status, and gender divides. The mill took one more 
year to return to profitability. 

The crisis at the steel mill worked out in part simply because 
it was a crisis. Before the entrenched negative motivations driving 
the mill’s culture had come to crisis point (imminent plant closure), 
the semblance of stability ensured that the situation remained stag- 
nant. It was only when it seemed all was about to be lost that the 
people at the mill cried out for help. The mill was then in a state of 
radical instability poised at the edge of chaos. It now had the poten- 
tial of a complex adaptive system. Shift was going to be possible if 
wisely directed. 


Further Dynamics of Shift 


In Figure 8.1, individual SQ processes are aligned with the individual 
motives. That can give a very biased, almost Newtonian interpreta- 
tion of how SQ influences motivation. It is true that one-on-one shift 
does often happen, and when it does, two different degrees of moti- 
vational change are possible. If influenced by holism, a person or a 
group motivated by anger (—2), can make a “quantum leap” to the 
opposite, positive quality of +2, cooperation. The steelworkers at the 
mill made that sort of move. But under the influence of holism, a 
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person might equally well make the smaller shift from —2, anger to 
—1, selfassertion. 

One-on-one influence is only one way, however, that the SQ 
processes can shift motivation. This kind of shift is, if you like, the 
“particle-like” aspect of SQ transformational energy. It behaves 
rather like one billiard ball hitting another and transferring energy to 
it. But SQ energy also has a “wave-like” aspect, resembling ripples on 
a pond (the field of meaning). In this more wave-like way of influenc- 
ing things, several, or all, of the SQ processes can come to bear ona 
motivation or motivational complex. It is as though the individual or 
the group has become generally open to the whole SQ phenomenon. 
In this case, the holistic nature of the SQ processes, the fact that 
each process is rather like a fractal that contains within itself all the 
other processes, becomes evident. The British steel mill’s dialogue 
group brought into play at least the linked SQ processes of humility, 
holism, positive use of adversity, spontaneity, self-awareness, and 
reframing. It was the gestalt, or pattern, of energy input that raised 
the group’s motivational level. 

There are most likely dozens of ways to work with the SQ trans- 
formation principles to bring about desired motivational—and hence 
individual or cultural—shifts. This is a new field of psychology and 
motivation theory that yet has much to discover. But it’s useful to 
look in some detail at the two most classic ways that SQ can influence 
motivational change—the one-on-one, particle-like sort of shift and 
the more general, wave-like sort of shift. The salient features of each 
can be seen, in turn, in a one-on-one counseling or mentoring session, 
contrasted with a discussion of the dynamics of the dialogue group. 


( -on-One Counseling session 
This case is an abbreviated report of a counseling session from the 
practice case notes of Ian Marshall. All the conversation reported 
took place in just one forty-minute session. It was the client’s first 
session with Marshall. It was recorded, and is published with the 
client’s permission. 

The client was a highly intelligent widower in his mid-fifties. He 
was Jewish, of Middle European origin. He was an office worker who 
also did some writing in his spare time. When he arrived at Marshall’s 
office he was dressed in an almost ostentatiously disheveled fashion, 
with a long, baggy, and not very clean overcoat and longish, unkempt 
hair. He had brought several parcels in brown paper bags with him to 
the interview, and he continually rearranged these around his feet as 
the conversation proceeded. 

This man had come for counseling because he felt his life was 
being dominated by feelings of antagonism, and that by letting them 
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upset him so much, he had let other people gain too much control 
over his life. Marshall had given him Cattell’s Sixteen Personality 
Factor Test (the “16-PF”) the week before, and knew that the 
man scored very highly on intelligence, anxiety, guilt proneness, 
and frustration. Marshall placed him at —2, anger, on the Scale 
of Motivations. 

Marshall began by asking this client about his week, and whether 
anything in particular had caused him to feel antagonism. This 
allowed him to become a sort of audio witness to a sea of incidents 
and woes that had upset the client—his boss, people who had 
wronged him in the past, his mother, his landlords. His voice filled 
with anger, and he confessed that nothing would make him feel bet- 
ter but revenge. “I spend a lot of my time thinking about revenge.” 
The counselor then asked him to pick out one particular incident or 
person that most upset him that week. 

“My landlords,” he finally answered. “They’re always picking 
fights with me, always cheating me, and this week they wouldn’t lis- 
ten to me.” He detailed several alleged cheats with the electricity 
meter, the gas meter, a disagreement about rent money, and then 
complained at some length about “being overlooked as a person. For 
them, I just don’t exist.” 

At this point the counselor attempted to bring some understand- 
ing to factors underlying his client’s anger by directing him toward 
getting a broader picture of it (holism). The client focused on his 
landlords’ making him feel small and worthless (“not listening to me, 
not trusting me”) and his voice soon changed from rasping antago- 
nism and a bit of whining to a more assertive tone. Under the influ- 
ence of holism, he shifted from —2, anger, to —1, self-assertion. He 
then spent several minutes assuring Marshall (and indirectly his 
landlords) of his own worth: “I am a human being in my own right. I 
am the king of my castle. I don’t care what they think.” 

Next the counselor nudged his client gently with humility. Could 
he be a big enough person to rise above all this bickering? Could he 
see any wider context for his daily squabbles with his landlords? The 
client soon came to the insight that he was letting little things bother 
him too much and began to explore why. That reflected a shift from 
—1, self-assertion, to +1, exploration. The conversation proceeded 
along those lines for several minutes, then the counselor asked the 
client how he felt about his landlords at that point. Did he have any 
new response to them (spontaneity)? The client fell into a long 
silence, as though going through images in his head. Finally, he said 
in a low, almost gentle tone, “Poor bastard. The husband. He’s crip- 
pled and confined to a wheelchair. No wonder he just sits around 
stewing about little things all day. It’s him I should be feeling sorry 
for.” At this point, the client has shifted again, from +1, exploration 
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to +2, cooperation, a feeling of some empathy and compassion for 
his landlord. He commented that he no longer felt angry with him, 
and in general felt better. 

This was a very dramatic series of shifts for one interview, and 
had to be reinforced and sustained by further sessions on other 
upsetting topics. But after eighteen months of counseling, the client 
had become more relaxed and confident, had begun to sharpen up 
his appearance, and soon after, remarried. 


The dialogue process is the most effective way known to bring about 
deep motivational shift and the resulting behavioral change in a 
group or an organizational culture. The dialogue circle itself acts as 
a container for the field of meaning common to the group, and thus 
exposes the group’s collective and individual motivations (and atti- 
tudes) to the twelve transformational processes of SQ. In this case, 
the SQ processes act more as a diffuse, wave-like, and interconnected 
whole, energizing many levels of participants’ consciousness. That is 
why it offers a second good model for the dynamics of shift. 

Dialogue as I mean it here is not just any way of talking or dis- 
cussing. It has its own distinctive rules, structure, and dynamic. Like 
any effective use of SQ, dialogue makes us surface and challenge the 
assumptions that support our motives. It leads to a change in our 
existing paradigms or mental models. It is a structure that dissolves 
previous structures. 

The concept of dialogue began in the Athenian agora twenty- 
five hundred years ago and flowered with Socrates, but it then lay 
dormant in Western culture for centuries. In the 1940s, the practice 
was revived by group psychology as a new approach to group dis- 
cussion and conflict resolution. In the 1970s, the quantum physicist 
David Bohm took up the cause of dialogue. He thought the process 
could change society. Through Bohm’s work, dialogue began to 
spread. It was adopted by the MIT Learning Center and featured 
widely in Peter Senge’s best-selling The Fifth Discipline. Bill Isaacs, 
a young protégé of Senge’s, began the MIT Dialogue Project and 
took the practice into large companies. Today it is practiced 
widely, but its implications for bringing about SQ transformation 
and motivational change have not been articulated fully before. 

In group psychology and in the corporate world, dialogue is 
practiced in what are called dialogue groups. Dialogue groups are 
also being run in schools, prisons, and local government offices. 
They’ve been used for conflict resolution in the Middle East and in 
western Asia. I personally have run them with companies, schools, 
and local politicians. 
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In the dialogue group, people sit in a circle to emphasize the 
lack of any hierarchy. A shop floor worker’s voice has as much 
impact as that of the CEO. The ideal group size ranges from seven to 
twenty—large enough for diverse views, small enough so that every- 
one has an opportunity to participate fully. There can be no 
observers in the dialogue group, no fence-sitters. But one or prefer- 
ably two members of the group also act as facilitators. They partici- 
pate fully, they are members of the group, but they have the task of 
holding the group’s energy and guiding the conversation gently to 
activate the twelve qualities of SQ. Many of those qualities are acti- 
vated by the dialogue process itself—it does encourage spontaneity, 
develop self-awareness, cause members to reframe their paradigms, 
and incite compassion. Dialogue is by its nature a celebration of diver- 
sity, and so on. 

The only real rules in dialogue are that each group member 
should express personal feelings and thoughts openly and honestly, 
and that no one should be abusive. Members must commit to attend- 
ing the group regularly and vow to keep its conversation within the 
group itself. If the dialogue conversation should become too “clever” 
(cerebral), if there is abuse, or if the conversation collapses into con- 
frontation, a facilitator gently brings it back on track. 

The dialogue conversation acts as a powerful container for SQ 
transformation and behavioral shift because it has certain qualities 
that distinguish it from our normal way of discussing things. 
In these past two thousand years of Western culture, we’ve fallen 
into the habit of “debate,” a peculiarly power-oriented, confronta- 
tional form of speech. As illustrated in Figure 8.3, debate is based on 
knowing and fighting for a personal position; dialogue is more about 
exploring the future and honoring the difference of many possible 
positions. 


Debate Dialogue 

Knowing Finding out, discussion 

Answers Questions 

Winning and losing Sharing 

Unequal Equal 

Power Respect and reverence 

Proving a point or Exploring new possibilities 
defending a position and listening 


Figure 8.3 Debate versus Dialogue 


Note: Dialogue is not about reaching consensus. 
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Good dialogue differs from debate in the following ways: 


e Finding out rather than knowing. When I take part in a debate, 


I know what I am advocating or defending. I know my position 
is right. I participate in a debate with my head, with my IQ. 
Dialogue is about finding out (asking Why?), about discussing 
something openly until I break through to some new 
knowledge or insight. I might go to a dialogue knowing what 

I think is the case, but I am willing to suspend my certainty 
and listen to the discussion with an open mind. And with an 
open heart. Dialogue involves my emotions and my deeper 
sensitivities as well as my best intellectual thinking faculties. 
Questions rather than answers. In debate, because I know, I have 
all the answers. I am here to teach you, or to convince you, or 
to defeat you. I talk at you. Dialogue is about questions (asking 
Why?), about the things I don’t know (humility) or would like to 
find out. It’s about exploration—of myself, of the others, of the 
matter at hand. Why do these words make me feel angry or 
anxious? Why have you said that? Where are you coming from? 
What is your point of view, and why do you hold it? Is that 
possibly another way to look at things? (Reframing.) What 
assumptions have I been harboring? Where has my point of 
view been coming from? What is my paradigm? (Se/Fawareness. ) 
Sharing rather than winning or losing. In a debate, somebody 
knows, somebody has the answers, and the other person is 
wrong. One of us will win and the other will lose. One point of 
view will be judged better than the other, one line of argument 
best. Dialogue is about sharing (compassion). We share our 
points of view, we share our assumptions, our doubts and 
uncertainties, our questions, our fears and wild ideas, our 
being. We propose as many paths from A to B as we can 
jointly imagine and we consider them all together. We feel 
them together. 

Equal rather than unequal. Debate is unequal because one side 
is right and the other is wrong. One of us has the answers; the 
other is in error. One point of view will be judged better than 
the other. Someone will choose who has been more clever or 
more eloquent or more entertaining. Dialogue is equal 
because we all have something worthwhile to contribute 
(celebration of diversity). The vast majority of people have 
some valid reason for holding a point of view or harboring a 
feeling. There are no wrong points of view, no invalid ways 

to feel (humility). I am here to learn your reasons and your 
feelings and to understand their origins (compassion). And to 
understand my own response to them (self-awareness). 
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e Respect or love rather than power. Debate is about power. 

My power to defeat you or to persuade you or to make you 
compromise. My power to win you over or to make you look 
like a fool. Dialogue is about respect (humility). My respect for 
your point of view and how you have arrived at it, my respect 
for your feelings, your contribution. It may even be about 
love. My gratitude to you for seeing things differently than I do 
(reframing), my love for your different personality, your 
different history, your different experience, your ability to 
enrich me with them (celebration of diversity). Each of us can 
only live one of life’s possibilities, and in dialogue we love 
those who can show us that other possibilities exist, love 
them for making those others possible. 

e Listening rather than proving a point. Debate is about proving a 
point or defending a position. I attack you and I build defenses 
against you, against your point of view. I close myself to you, 
your words, and your feelings. I don’t want to know. Most of 
us are not very good at listening. Our education and our 
experience have taught us to be ready with a thought ora 
reaction or a good argument. Conversation is a game of 
Ping Pong. This overpreparedness blocks out what we might 
learn or hear or become. It makes us insensitive—to others 
and to ourselves. Dialogue is about exploring new 
possibilities. It is about listening. I create a space inside 
myself where I can hear you, where I can feel what you are 
saying. I create a space inside myself where I can hear myself 
(selfawareness), where I can listen to and feel my own 
reactions to what you say (spontaneity). 


Dialogue groups are powerful vehicles for deep motivational and 
behavioral change. They embed the main principles of SQ and they 
encourage us to relate to ourselves, each other, and our work from a 
place of higher motivation. They instill vision and values and, at their 
best, create leaders who act from +5, creativity, or even +6, higher 
service (servant leaders, or knights). A good dialogue group is an 
enriching and creative experience. A great one is almost a sacred rite. 

To me, dialogue is essentially an attitude. It is a radically different 
attitude toward oneself, toward others, toward knowledge and prob- 
lems and relationships. It is a new paradigm, SQ in practice, and an 
important tool for building the kind of culture required for spiritual 
capital to flourish. If, deep inside ourselves and in our approach to 
others, we replaced knowing with finding out, answers with ques- 
tions, winning or losing with sharing, power with respect and love, 
and proving points with exploring possibilities and listening, then 
I think we really could change ourselves and our world. We would 


122 SPIRITUAL CAPITAL 


certainly see a different approach to work, innovation, challenge, 
and relationship. The deep purposes of our corporations and busi- 
ness lives would alter and broaden, making the building of spiritual 
capital possible. 


The Right Conditions for Shift 


I have already pointed out that motivational, and thus cultural, shift 
happens most readily in times of crisis, when our existing way of 
going about things has not worked and we or our organization are in 
a period of instability. But the possibility, or indeed the direction, of 
shift is also influenced by the attitude with which we go about it. An 
attitude of control or manipulation can block or distort the SQ ener- 
gies that might bear on the motivations underlying the crisis. Those 
who want to grow or change for the wrong reasons may well end up 
more stunted. 

I knew a business consultant in South Africa who feared (—4, 
fear) that he lacked power with people. His wife agreed with him, 
and indeed nagged him that their marriage would improve if he 
showed more power with her. She thought he would make more 
money if he could show more power with his clients. To please his 
wife and to impress his clients, he decided to join Aikido classes. 
This is a martial arts technique that teaches participants to find their 
own physical center of gravity (in the abdomen), and to act from 
there. They should acquire +3, power-within. But this consultant’s 
motive for taking up Aikido was —3, craving, a craving to please his 
wife and to impress his clients. And he thought he could overcome 
his lack of power by sheer self-assertion, through learning a tech- 
nique. After a year of attending, the Aikido classes had done him no 
good. Indeed, he now felt some anguish (—5) because his efforts had 
failed. 

It is impossible to raise a low motive to a higher one without 
some help, either, as noted in Chapter Three, through the beneficial 
influence or example of a leader or a culture, or through opening our- 
selves to the energies of SQ transformation. In both, the operative 
word is openness. It is impossible to ride with the creativity of a com- 
plex adaptive system by trying to control it. It is impossible to make a 
significant shift in attitude, behavior, and outlook without a certain 
surrender to forces (or something or someone) larger than ourselves. 
In Christianity, this is known as surrendering to grace; in Buddhism, 
the surrender of craving; and in Taoism a surrender to the forces of 
the universe, the Tao, The Way. Jesus, on committing his life to 
higher service, said, “Not my will, Lord, but thine.” In Alcoholics 
Anonymous, they say, “Let Go. Let God.” Great motivational shift is a 
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deeply spiritual process. Through it our deepest meanings and values 
shift, our deepest purposes alter. We come into possession of a new 
life (or organizational) strategy. A shift of such magnitude is beyond 
the unaided power of the human ego. 


Five Steps to Shift 


Know that shift is possible. No one ever has to be stuck. 

See where you are now, and thoroughly analyze its causes and 
consequences. 

Want to shift, and be prepared to let go. 

See where you want to get to. 

Nurture the relevant qualities of SQ, or all of them. 


This page intentionally left blank 


Shifting Corporate 
Culture 


or the vast majority of people, the wider culture in which they 

operate is like the sea in which a fish might swim. The seawa- 

ter is taken into the fish through its gills and permeates all its 
cells. It is impossible to draw any firm boundary between where sea 
ends and fish begins. As Arthur Miller once observed, “The fish is in 
the sea, and the sea is in the fish.” For us, then, that “sea” is the 
shared field of meaning in which our consciousness is immersed, 
and that shared field is our culture. Culture contains our shared 
motives, our common behavior, our joint attitudes. It contains pat- 
terns of meaning and common values. Unless we stand back and 
reflect on it, the impact that culture has on us as individuals is 
largely subconscious. 


We humans and our relationship to culture are much more 
complex than fish and seawater. For us, there are many cultures 
that impinge on us (permeate us), and many different levels of our 
behavior are influenced. Each of us is immersed in a strong family 
culture with its own dominant and recurring behavior patterns. 
Many of us never outgrow this family culture, and we carry it with 
us throughout life in our intimate and social relationships. We are 
also immersed in the wider cultures of the various groups to which 
we belong, including our national or ethnic culture and the culture 
of our workplace. If these various cultures are stuck in low motiva- 
tions and self-destructive behavior, they tend to drag us down. By 
contrast, a culture driven by more positive motivations and their 
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accompanying ideals and values can inspire us as individuals and 
raise the levels of our own behavior and attitudes. Shifting culture, 
where that culture is negative, is critical to our human well-being. 
Here, we are most concerned with how to shift business culture, but 
the work we do on this will have broad implications for behavioral 
shift in other dimensions of our lives. Education, politics, and 
broadcasting are obvious examples. 

Though for most people culture is a dominant influence, and 
shifting it the desired goal that will affect the greatest number of indi- 
viduals, the task of that shift itself must begin with at least a critical 
mass of individuals. Some of us must make the culture rather than let- 
ting the culture make us. In the business world, the task of shifting 
culture will fall to a critical mass of enlightened leaders and the infra- 
structures they can create for enabling shift. These infrastructures 
will include the methods, style, and content of human resources pro- 
grams and perhaps the intervention of consultants. The goal is to cre- 
ate a whole new field of meaning from which the majority of individu- 
als can draw in attempting to shift their own behavior. 

It is nothing new to say that a business culture must change if we 
want to bring about behavioral change. Many consultants specialize in 
attempting just this. But most transformation programs start from the 
wrong end, and they act from too narrow a perspective. They aspire 
too low and work at the shallow end of motivation theory. If the under- 
lying motivation of a transformation program itself is to sustain the 
old paradigm, the attitudes and ethos of profit-dominated business-as- 
usual, the resulting “transformation” will not bring about lasting or 
meaningful shift. It is, as I described in my earlier book, Rewiring the 
Corporate Brain, equivalent to just shifting some furniture about in an 
existing room. The place looks different for a while, but in the end we 
just have the same old furniture and the same old room. Even those 
transformation programs that would bring in some new furniture, that 
is, some genuinely new patterns of working, or even aspire to some 
different results do not focus on the level where real shift happens. If 
we want to do that, we have to blow up the structures of the room 
itself. That means shifting underlying motives, by shifting the values 
that underlie them. We don’t begin by trying to shift the culture. 

The dynamic of lasting shift, if approached from the right direc- 
tion, begins, then, with shifting motives through bringing to bear the 
forces of SQ. But because motives are what drive behavior, a shift in 
motives leads to a consequent shift in behavior. In turn, it is our 
behavior that creates and then reflects our culture. It is only when 
we have brought about significant behavioral shift that we can then 
go on to expect and enable a cultural shift. The dynamic of lasting 
shift is from motivational shift to behavioral shift to cultural shift, as 
summarized in Figure 9.1. Organizational infrastructures will then 
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Figure 9.1 Organizational Shift Dynamics: A Feedback Loop 


evolve that can enable and preserve the shift. If organizational trans- 
formers want to shift culture, they must begin at the beginning. 

In the case of the British steel mill described in Chapter Eight, 
where quite substantial cultural shift was realized in the end, the 
first stages of shift concentrated on raising the motivations of a criti- 
cal mass of the leadership and workforce. It was only when motiva- 
tions had shifted from self-assertion (—1), anger (—2), craving (—3), 
and fear (—4) to exploration (+1), cooperation (+2), power-within (+3), 
and mastery (+4) that a noticeable shift in behavior could then show 
itself in a cultural shift. 


Behavioral Indicators of Shift 


I have discussed individual motivational shift and its dynamics in some 
depth in preceding chapters. But it is difficult to measure or detect that 
shift until it gets expressed by a shift in behavior and attitudes. That is, 
we can’t see a person’s motives (though we can have an intuition of 
them), but we can describe and categorize their behavior. Given pat- 
terns of behavior that correlate with the twelve processes of SQ, it is 
possible to describe the kind of behavior that indicates high SQ, and 
thus higher motivation. This is the kind of behavior we would hope to 
see, at grassroots level, that could lead to a high-SQ culture. 

In the following paragraphs I describe the kind of behavior that 
would indicate the processes of SQ at work, drawing on behavioral 
and cultural indicators of high SQ that were devised largely by Peter 
Saul. This is, as I say, hands-on behavior at the grassroots level, the 
kind of behavior we would need to employ on a daily basis in the 
workplace for there to be the chance of a consequent cultural shift 
toward higher motivations. 
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Self-Awareness 


Vision 
e 


Encourages people to ask for feedback from others on their 
decisions and performance 

Has a sense of long-term goals and strategies 

Anticipates the impact of personal actions on others 
Assesses personal strengths and weaknesses in line with how 
others see them 

Has a deep sense of what this organization is “about”—its 
ideals, its values, its deep purpose and direction 


and Value Led 

Seeks to know how the work can make a real difference to 
customers and clients, the community, the less-well-off, and so on 
Expresses concern when the organization fails to live by its 
stated values 

Makes career choices guided by a desire to do something 
worthwhile with life 

Is prepared to fight for matters of principle 

Argues for performance measures that go beyond financial or 
operational numbers to include environmental and social impacts 


Positive Use of Adversity 


Seeks to learn from mistakes rather than blaming others for them 
Is prepared to tackle challenging tasks despite a risk of failure 
Persists with a task in the face of difficulties 

Draws on hidden reserves of energy and motivation when 
things go wrong 

Can usually see a bright side to difficult situations 


Holistic 


Encourages people to understand the operation of the whole 
organization 

Anticipates the longer-term consequences of today’s actions 
and decisions 

Seeks to balance working and nonworking life 

Involves others who will be affected by the outcome when 
planning and making decisions 

Is creative in using ideas drawn from fields outside the 
current work or profession to solve work problems or 
improve performance 


Compassion 


Expresses concern for the welfare of others 
Considers the way external stakeholders will feel about 
actions or decisions the organization might take 
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Is sensitive to the feeling and needs of other people in the 
workplace 

Tries to ensure the organization has a positive impact on the 
natural and social environments 

Is willing to make the time to help others 


Celebration of Diversity 


Does as much as possible to ensure a wide and heterogeneous 
mix of employees 

Seeks input from a wide range of people when planning or 
making decisions 

Respects and seriously considers ideas that challenge the 
mainstream 

Encourages people to express their individuality at work 
Explores a range of possible options before making decisions 


Field Independence 


Is prepared to fight for a personal point of view when sure of 
its correctness 

Is prepared to make unpopular decisions when necessary for 
the good of the team or organization 

Listens to the views of others, but is always prepared to take 
responsibility for personal decisions and actions 

Is not easily swayed by the popular or majority opinion 

Is not easily distracted when involved in an important task 


Tendency to Ask Fundamental Why Questions 


Makes sure to understand the causes of problems before 
initiating corrective action 

Looks for patterns behind problems or failures and seeks to 
understand their origin or meaning 

Seeks to understand the factors that lead to high or low 
performance in the field 

Gives others opportunities to explain their actions before 
giving negative feedback 

Encourages people to question company policies and 
procedures when they think performance is inhibited or could 
be improved 


Reframing 


Brings a variety of approaches to problem-solving tasks 
Is prepared to let go of previously held ideas and past 
decisions when these clearly are not working 

Is good at seeing the big picture—the wider context, the 
longer view 
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e Often comes up with unusual or out-in-left-field ideas and 
suggestions for improving things at work 

e Seeks to broaden experience by taking on tasks and 
assignments outside the comfort zone 


Spontaneity 

e Is prepared to experiment and take risks in order to enhance 
performance 

e Is prepared to back a hunch or gut feeling about what will add 
value at work 

e Is prepared to change a plan or agenda to meet changing 
circumstances or to pursue an exciting opportunity 

e Actively seeks opportunities to have fun at work 

e Seeks to foster creativity by encouraging others to explore 
seemingly crazy ideas 


A Sense of Vocation 
e Goes that extra mile to achieve an excellent result 
e Shows deep interest in and satisfaction with the work 
e Sees work as an important part of life 
e Expresses appreciation for the opportunities and gifts 
received at home and at work 
e Encourages the organization to be socially responsible 


Humility 

e Looks to give others credit for their knowledge and 
achievements 

e Defers to the greater knowledge or experience of others 

e Recognizes being part of a team and that other members’ 
views are important too 

e Is prepared to explore what can be learned from personal 
mistakes 

e Seeks to bring others on board by being open to their 
suggestions and deep concerns 


These behavioral indicators of high SQ point clearly to the kind 
of behavior and attendant attitudes of openness and mutual respect 
that most of us would like to see in our place of work. Indeed, they 
would create a good atmosphere for cooperation and learning in any 
group situation, from the family to the smooth operation of a demo- 
cratic government or an educational system that brings out the best 
qualities and potential in children. A great deal of work-related stress 
would diminish if they were widely distributed, and people would be 
more positively involved in their work. But what kind of attendant 
cultural shift would embed these qualities in group attitudes (group- 
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wide higher motivation) that can reach back and draw in the major- 
ity of the management structure and workforce of an organization or 
institution (the feedback loop in Figure 9.1)? Where are the active 
“pressure points” in an organizational culture where we should look 
to focus such a shift? 


Eight Issues That Focus Organizational 
Culture 


In my own work with and observation of organizational cultures, 
eight issues seem to crop up again and again as topics that concern 
people. These eight issues focus the energy and interactions of 
people within the organization and are thus the areas of culture on 
which to focus shift. All have a direct effect on how smoothly individ- 
uals in the organization work as a corporate whole, and thus a con- 
sequent effect on productivity, including its low-stress component. If 
high-SQ behavior could dominate in these eight areas, I believe that 
a high-SQ (higher-motivation) culture would emerge. Such a high-SQ 
culture is the bedrock of any paradigm shift from business-as-usual 
to the overarching vision I have been calling spiritual capital (a 
values-based capitalism). As shown in Figure 9.2, the eight issues are 
communication, fairness, relationships, trust, power, truth, flexibil- 
ity, and empowerment. 

In most organizations, communication is not what it could be. On 
one hand employees complain of being deluged (usually by e-mail) 
with an overwhelming amount of useless information; on the other 
they feel they do not really know what those in power are thinking and 
planning, especially as it affects them. Communication between differ- 
ent departments, divisions, and sectors is usually poor, thus interfer- 
ing with the emergence of a holistic culture where employees can see 
the patterns and connections at work in their organization as a whole. 

The amount of fairness (or its lack) perceived to exist in an orga- 
nization has a direct effect on morale and on the likelihood that 
employees will give their all or grudgingly stick to what is required. 
It also affects teamwork and relationships in general. Relationships, 


Communication Fairness 
Relationships Trust 

Power Truth 
Flexibility Empowerment 


Figure 9.2 Light Key Issues for Corporate Culture 
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trust, and truth cannot be separated—each impinges on the others. 
We need to trust that others will tell us the truth, however unpalat- 
able, and we need to trust that they will stand by us in times of crisis 
or if we should make mistakes when taking a risk on behalf of the 
organization. Power permeates any organization. It is necessary to 
any organization, but how is it wielded? Is it perceived to be fair? Is it 
shared among a wide range of people? Does it lead to empowerment 
of individuals? Are the dictates of power themselves flexible, and 
does the organization’s power structure lead to easy flexibility in 
methodology and decision making? 

The negative culture surrounding these eight issues in business- 
as-usual accounts for the fact that at least 85 percent of the people in 
the workforce are influenced to act from the negative motivations of 
—1, —2, —3, and —4. And that in turn accounts for why business 
itself is driven by a culture expressing selfassertion, anger, craving, 
and fear. The feedback loop effect again! Business-as-we-know-it is 
caught in a vicious and unsustainable circle of negative motivation. 

To break out of this vicious circle, a critical mass of senior manage- 
ment in any organization must shift to more positive, higher-SQ behav- 
ior with respect to the eight issues that dominate business culture. The 
next task is to focus on what form that positive behavior might take to 
have the power to shift cultural attitudes and infrastructures. 


Indicators of Shift to a Culture 
That Fosters High SQ 


In this section, I return to grassroots behavior, to positive expres- 
sions of each of the eight cultural issues as they might be experi- 
enced by any employee of an organization—the “I” who speaks in 
each statement. In this case, each of the eight issues has itself been 
correlated with the twelve processes of SQ, to highlight the salient 
features of a culture that exhibits high SQ and thus is a culture that 
encourages action from higher motivations. 


Communication 

e Senior management ensures that all employees know and 
understand the organization’s goals, vision, and strategy. 

e Managers make sure that I know how my job contributes to 
the achievement. 

e Early reporting of bad news or potential threats to 
organizational performance is encouraged in this company. 

e People get timely and accurate feedback on their 
performance. 
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Staff are encouraged to seek regular feedback from their 
internal and external customers or clients on how they can 
better meet their needs. 

All employees are given opportunity to contribute in a 
meaningful way to decisions affecting them. 


Fairness 


The workload is distributed fairly among members of 

my team. 

I am rewarded fairly for my knowledge, skills, and 
contribution to this organization. 

Appointments and promotions in this organization go to the 
person who is best suited to a job. 

People are helped to learn from honest mistakes, rather than 
being punished. 

The company supports people when pressures from family or 
personal life negatively affect their performance. 

Managers respect ideas and suggestions put forward by all 
members of a unit or team. 


Relationships 


Trust 


Senior managers care about the well-being of people who 
work here. 

Some of the people I work with have become good friends. 
The organization strives to develop mutually beneficial, long- 
term relationships with its stakeholders (customers, 
shareholders, business partners, community, and 
environmental groups). 

When plans and budgets are made in this organization, the 
people issues that we will need to consider in reaching our 
goals are carefully considered. 

My manager helps me to arrange my working hours and 
conditions so there is a minimum of stress on my 
relationships outside work. 

People in different departments or sectors of this organization 
cooperate to achieve common goals. 


The level of trust between managers and workers in this 
organization is high. 

Important information about the health of the business is 
shared freely with all employees. 

I can rely on other people I work with to do their jobs well. 
My manager backs me when I make a decision about my job. 
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Power 


Truth 
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Other members of my team help me out when I am overloaded 
or have problems in my job. 

I feel safe in experimenting and taking reasonable risks in 
order to maximize my performance. 


Senior managers do not have a lot more privileges than lower- 
level staff. 

Senior managers do not bend the rules to suit themselves in 
this organization. 

Senior managers provide adequate opportunities for me to 
speak with them about how I believe things are going in this 
organization. 

I am not afraid of the power that senior management has 
over me. 

Senior managers listen to my ideas or suggestions for 
improvement instead of just telling me what to do. 

I feel this organization uses its power to further the common 
good of stakeholders. 


I can believe the information that senior management gives me. 
I am encouraged to give managers honest and timely feedback 
on any matter affecting current performance or the future 
success of the organization. 

When changes are planned in this organization, the likely 
impact is fully discussed with people to be affected by them. 
There are few hidden agendas in this organization. 

The public documents published by this organization give 
stakeholders a true and complete account of its performance 
and intentions. 

I am encouraged to tell the truth in my job. 


Flexibility 


I have considerable scope to tailor my arrangements to my 
preferred way of working. 

When changes in the external environment make it 
impossible to achieve agreed performance targets, I can 
discuss the matter with my manager and suggest changes to 
the original plan. 

We anticipate likely trends and events that may affect 

our performance and develop contingency plans to deal 
with them. 

People are encouraged to acquire a range of skills so they can 
contribute to the organization in a variety of ways. 
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e Our management processes and our technology allow us great 
flexibility on the job. 

e We try to enable our customers to do business with us ina 
way that suits them best. 


Empowerment 

e | feel able to influence the organization’s plans and policies 
that affect me and my work. 

e I have plenty of scope to use initiative in my job. 

e I have been delegated enough authority to do my job well. 

e When I make a mistake in my work, it is left to me to initiate 
corrective action. 

e This organization invests in the continuing development of 
my knowledge and skills. 

e We listen to feedback from our customers (internal and 
external) and stakeholders and act on it to improve 
performance. 


An organizational culture that exhibits the characteristics out- 
lined in this section is the goal. If we could bring about that extent of 
cultural shift in a business (or any other organization), we would be 
well on our way to having created a high-SQ culture that can focus 
on amassing spiritual capital. But the goal still needs means to attain 
it. Throughout this book, and particularly in the last few chapters, I 
have stressed the necessity of creating a critical mass of leadership 
elite who are themselves moved by higher motivations. This critical 
mass can then work an atmosphere of higher motivation throughout 
the organization and into its culture. In the next chapter, | will look 
in some depth at the creation and discovery of this leadership elite. 
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A New Knights Templar? 


This new order of knights is one that is 
unknown by the ages. They fight two wars, 
one against the adversaries of flesh and blood, 
and another against a spiritual army of 
wickedness in the heavens. . . . Truly they are 
fearless knights and completely secure. While 
their bodies are properly armed for these 
circumstances, their souls are also clothed with 
the armor of faith. On all sides surely they are 
well armed; they fear neither demons nor men. 
—St. Bernard of Clairvaux, on the Knights Templar 


he Knights Templar of the early Middle Ages were soldier 

monks of the Christian Church who rode into battle to serve 

their god.! They were excellent soldiers who practiced all the 
martial arts of knighthood, but they also prepared themselves for 
battle with meditation (prayer), with self-sacrifice, with service, and 
by taking holy vows. All knights of the Middle Ages followed a code 
of chivalry, but the Templars had a further, sacred dedication. 
Unlike the “worldly knights,” who fought for wealth, honor, and 
glory, and who dressed themselves in the most magnificent regalia, 
the Templars took vows of personal poverty, modesty, and chastity. 


137 


138 SPIRITUAL CAPITAL 


Their warrior costume was a simple white cloak emblazoned with a 
red cross. 


The Templars were founded to protect Christian pilgrims visiting 
the Holy Land. But their wider vision was to “recapture Jerusalem”— 
a powerful metaphor for recapturing or for building all that is best 
on earth. This is a metaphor used also by Jews and Muslims, both of 
whom also look to Jerusalem as their spiritual center. Every action 
the Templar knights took, every battle they fought, was inspired by 
their holy commitment to serving life’s deeper dimensions. In the 
process, their order amassed great wealth. Bearing in mind today’s 
ever-present obsession with the bottom line, it is relevant to know 
that the Knights Templar were, in material terms, the richest monas- 
tic order in all Christendom. Their idealism, reputation, and wealth 
were too much for the greed of the French king and the power- 
hungry rulers of the Roman Catholic Church, who exterminated the 
order en masse through a joint conspiracy. The Knights’ service and 
their legend have lived on through their influence on the later Grail 
legends, on the crafts guilds of the later Middle Ages, and particu- 
larly through the early dedication and esoteric teachings of the 
Order of Freemasons. The contemporary Masonic movement sur- 
vives as little more than a social club, but Masonic scholars insist 
that the spirit, teachings, and rituals of the Templars are still there 
to be found in the literature and lesser-known practices of the 
Masons.” Over the centuries, of course, some quite unpleasant 
movements have also seen themselves as inspired by the Knights 
Templar. The most recent known to me was Heinrich Himmler’s 
evocation of the Templars to support Nazi mythology. I abhor such 
misuse of the Templar legend and trust that it will not color the 
reception of my discussion here. 

It is not the Christianity nor even the specific esoteric doctrines 
of the Knights Templar that makes me tell their story here. There 
have been similar holy warriors in other cultures—the Assassins of 
Islam, the Japanese Samurai, and the Chinese Shao-Lin Kung Fu 
masters among them. | highlight the Templars because, in the Western 
tradition, they are the most potent example of a worldly efficacy 
combined with a deep spiritual dedication. Their specific dedication 
to the Christian cross is less important than the broader fact that 
they dedicated their worldly lives to the service of that which they 
held most sacred. This is why I believe their story can be an inspir- 
ing model for contemporary business (and other) leaders who would 
dedicate themselves to changing the culture of capitalism and busi- 
ness from within. The word knight itself derives from the Old English 
word cniht, which means “a servant.” The modern Templars are 
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today’s “servant leaders,” the men or women who serve their most 
fundamental values and purposes through doing more highly moti- 
vated work in the world. These are the men and women who are 
needed to build spiritual capital for our organizations. It is they who 
will lead the way in building sustainable capitalism. 

The great nineteenth-century American philanthropists, the 
Quaker businessmen, and some other capitalists of Victorian 
England were driven by the spirit of the Knights Templar. In the few 
places where that spirit can be found today, it is usually in the public 
sector or among the global aid agencies. But I have had the good for- 
tune to know some contemporary executives who strive and serve in 
the Templar spirit. They are men and women who want their busi- 
ness lives to “make a difference,” and who in both their business and 
personal lives are driven by high ideals and deep concern. They, and 
others like them, demonstrate that some significant shift in business 
culture toward the ideal of spiritual capital is not unrealistic. I have 
already written about Mats Lederhausen from McDonald’s. Here I 
would like to tell the inspirational story of Michael Rennie, a partner 
of McKinsey & Co. based in Sydney. 


The Making of a Knight 


Michael Rennie was, as he says of himself, “the golden boy.” He still 
has curly golden hair and an open, boyish face that defies the 
imprint of age. Very bright as a youth, he traveled on a Rhodes 
Scholarship from his native Perth to Oxford University, where he 
studied philosophy, languages, and economics. After a further 
degree in law, he returned to Australia and joined the ranks of 
McKinsey. “I had it all,” says Michael. “I loved the game, and I loved 
the material advantages of my life. I was good at what I did.” Then, 
suddenly, at the age of thirty-one, Michael was told that he had only 
six months to live. He had been diagnosed with Hodgkin’s disease, 
a cancer that destroys the body’s white blood cells. Miraculously, he 
is still alive today to tell the story, at the age of forty-three. 

“I did all the usual chemotherapy treatment that the hospital 
required,” he says, “but I also looked elsewhere.” In fact, Michael 
put himself largely in the hands of an alternative therapist who 
taught him meditation and positive thinking techniques. He became 
convinced of the mind’s power to regenerate white blood cells. “I 
don’t know for certain what it was,” he says now, “but my cancer 
went into remission, and here I am today.” But the Michael who is 
here today is not quite the same Michael who was diagnosed twelve 
years ago. 
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“For a long time, anyway,” he says, “there had been two people 
within me. One was the person who loved the excitement and the 
stimulation of the material world. And there was another part that 
was becoming increasingly reflective. My friends joked that I would 
either run the country or go to Nimbin [the center of Australia’s coun- 
terculture]. . . . There was a struggle between the two me’s; they 
weren’t integrated and for a long time I thought it was a choice. .. . 
After the cancer I came to realize that it wasn’t a choice: it was about 
integration, and I came to know that if I didn’t integrate the two, I 
would get sick again.” 

Back at McKinsey now as a partner, Michael devotes much of his 
time and most of his creative energy to his new “cultural capital” 
leadership program, which views values, spirit, and meaning as 
being as important as cost-containment, corporate strategy, and the 
bottom line. When I last saw him six months ago, he was taking the 
top two thousand executives of an Australian bank through a three- 
day program aimed, he says, at boosting their spiritual intelligence. 
He calls the focus of his work “cultural capital,” but I believe he 
means by that everything that I mean by “spiritual capital.” He wants 
to change business culture, and through it wider society, to being 
more focused on fundamental human values and more widely serv- 
ing human purposes. 

“Business,” he says, “is the most powerful institution on earth 
today. It is more powerful than politics. Business serves us very well 
in some ways, but it doesn’t serve us as fully as it should; it doesn’t 
serve us fully as people.” Toward achieving that wider end, Michael 
is devoting his life’s work to creating a new caste of business lead- 
ers. He is doing so by drawing on his own wider vision, values, and a 
life’s passion won by confronting death. 

In fact, the 5 percent of Western people who have had near- 
death experiences are often changed by this, the ultimate “edge of 
chaos” situation any of us can know.’ 

Michael Rennie is an example par excellence of the kind of busi- 
ness leader I hold up as a prototype for a new order of knights 
inspired by the Knights Templar. Like the Templar model, he excels 
in worldly, business street-wisdom. He knows the game and how to 
play it. At the same time, since his battle with cancer, he is dedi- 
cated to a higher service and he can use that dedication effectively, 
plus his street-wisdom, to inspire and train others. That combina- 
tion of head and heart, usually won through some great crisis or 
life-changing event, is one of the most salient qualities of a “knight.” 
It provides the capacity and the credentials to lead others toward 
the higher motivation needed to transform culture. Knights are the 
leadership elite we need to amass spiritual capital in our business 
culture. 
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The Qualities of a Knight 


Worldly business expertise plus an overarching vision or drive to 
serve higher values define the essential quality of a knight. But there 
is more. If knights are to lead others and to inspire others toward 
higher motivation, they must themselves be grounded in something 
deeper, something more transpersonal, than the culture that sur- 
rounds them. They must be in a position, as I said earlier, to make 
their culture rather than to be made by it. They are the true “movers 
and shakers” from Arthur O’Shaunghnessy’s famous “Ode”: “We are 
the music-makers,/ And we are the dreamers of dreams,/. . . Yet we 
are the movers and shakers/ Of the world for ever, it seems.” Located 
at +6, higher service, on the Scale of Motivations, knights are made by 
their values. Those values are their access to the transpersonal. 

Knights are made, not born. They are made by their experience 
and by the way they respond to that experience. Being told that he 
would die in six months might have led Michael Rennie to despair. In 
that case, he would be an example for no one and he would probably 
be dead. Instead, he responded with the SQ quality positive use of 
adversity and acquired the sense of vocation that led to +6, higher ser- 
vice. But I know through speaking with him that it was a long and 
arduous journey. He says himself that he had to strip himself down to 
get to his most fundamental values. He had to reflect on those “deep 
questions” like the meaning of life, the meaning of his life, his most 
fundamental purposes. And all that in turn meant stripping himself of 
less deep values, of self-deception, and of unconscious assumptions. 
It is almost a process of being reborn. Michael now uses this “strip- 
ping down” process on the executives he takes through his leader- 
ship program, getting them, as a first step toward transformation, to 
peel themselves back to basics. The next and crucial step is to find a 
way to live the fundamental values that we find at the core of our- 
selves. That is what leads to the knight’s sense of vocation. 

Most of us are fortunate enough not to be confronted with the 
possibility of early and imminent death. But we do confront other 
crises that give us the opportunity to change ourselves. Many lose 
loved ones, lose their families through divorce, go through bank- 
ruptcy, lose their jobs, suffer serious injury or illness, or simply wake 
up one morning not liking themselves or their lives very much. Many 
others just feel a vague discontent, or a tiredness of life. All such 
crises can lead to despair or apathy, but they have the potential to 
lead to rebirth and self-renewal. The deciding factor is having the spir- 
itual guts to access the “deep self” and the fundamental values latent 
within it. Most will need some help—the spiritual companionship of a 
wise friend, a spiritual mentor, wide reading, a well-run transformation 
program. Michael Rennie sought the help of a meditation master. 
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I spoke at some length earlier of the importance of self-organizing 
systems poised at the edge of chaos. Being poised between order and 
chaos, between the known and the unknown, is what gives these sys- 
tems their unfolding creativity. Knights, if you like, are “souls at the 
edge,” leaders poised at the edge between the world as it is and the 
world as it could be. They have learned to live with terror, with 
uncertainty and with ambiguity, anchored always in their fundamen- 
tal values. The knights of old were distinguished by bravery and valor 
in battle. They risked their lives for their faith. The knights I envision 
today risk themselves. They live life as an unfolding experiment, trust- 
ing that that experiment has a direction and purpose of its own that 
they serve. The German philosopher Friedrich Nietzsche spoke of the 
difference between leadership (commanding) and obedience in these 
terms: “Commanding is more difficult than obeying. And not only 
because the commander bears the burden of all who obey, and that 
this burden can easily crush him. But in all commanding there 
appeared to me an experiment and a risk; and the living creature 
always risks himself when he commands.”4 


The Credo of a Knight 


Knights are leaders embarked on a spiritual path. Through personal 
experience they have gained a sense of something fundamentally 
sacred underlying human life. This may have no adequate human 
name, symbol, or description. This sense of the sacred is at the core 
of all living religions and spiritual experiences, but it is not fully 
encompassed by any one of them. It has variously been called God, 
Lord, the Creator, the Source, the Deep Self, Being, the Void, or the 
quantum vacuum. By whatever name they give it, it is the source of 
the knights’ ultimate identities, meanings, and concerns. It is what 
they wish to embed in their actions and in their life’s work. 
In both life and work, the knight abides by five principles: 


e There is something sacred, some deeper, shared 
consciousness, unfolding in this universe and providing a 
baseline for every aspect of life. 

e Life and all its enterprises are interconnected. 

e All human endeavor, including business, is part of the larger 
and richer fabric of the whole universe. 

e The relationship of the healthy individual to the world is one 
of engagement and responsibility. 

e Service conveys deep sense of humility and gratitude. 


These five principles, I believe, are incorporated within what 
we could call the Credo of a Knight. I have written the credo of a 
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The Credo of a Business Knight 


| believe that global business has the money and the power to make a 
significant difference in today’s troubled world, and that by making that 
difference it can help itself as well as others. | envision business raising its 
sights above the bottom line. | envisage business becoming a vocation, 
like the higher professions. To make this possible | believe that business 
must add a moral dimension, becoming more service- and value-oriented 
and largely eliminating the assumed natural distinction between private 
enterprise and public institutions. | envisage business taking responsibility 
for the world in which it operates and from which it creates its wealth. 
And | envisage myself becoming one of those business leaders who are 
“servant leaders”—leaders who serve not just stockholders, colleagues, 
employees, products, and customers, but leaders who also serve the 
community, the planet, humanity, the future, and life itself. 


business knight in the accompanying sidebar. Knights in other fields 
can use it as a model to write their own. 

Knights, as I have defined them, are high in spiritual intelligence 
and both possess and create great spiritual capital—the amount of 
spiritual awareness and expertise available to them or their organi- 
zations. They therefore possess in large measure the SQ quality of 
celebrating diversity. This means their credo is held more deeply than 
the beliefs of any specific religion or culture, that it transcends any 
difference in gender or race, and that it excludes the access of no 
one on such grounds. 

What, then, is the purpose of the knight (or servant leader), and 
what is the path that the knight follows? In the words of the great 
Hindu mystic Ramana Maharshi, “It is to learn the truth that all one’s 
actions performed with unselfish devotion, with the aid of the puri- 
fied mind, body and speech, in the capacity of the servant of the 
Lord, become the Lord’s actions, and to stand free from the sense of 
T and ‘mine.’ This is also the truth of what is called supreme devo- 
tion, or living in the service of God.”° 

In the Christian tradition, the Order of Trappist monks have as 
their motto the words, Laborare est orare, “to work is to pray.” For 
the knights, their work is their prayer. Their lives are a way of being 
embedded in a way of doing. 


Knights and Masters 


Knights are motivated by +6, higher service. Masters are motivated 
by +4, mastery. Knights work to change the paradigm and then intro- 
duce that new paradigm into the culture through their service. Mas- 
ters work within a paradigm and are the masters of their existing 
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paradigm. But masters are also open to the creative input of knights, 
and it is they who embed the knights’ new vision within actual infra- 
structures and relationships in an organization. Knights bring an 
input of spiritual capital. Masters use this new spiritual capital to 
build their organizations’ social capital. 

In the corporate world (or politics), masters are found at the 
level of really good CEOs or government ministers. In schools, mas- 
ters are likely to be head teachers. They know their tradition and 
how to perpetuate it and how to bring out its best potential. Knights 
will most likely be recruited from the ranks of masters. Their 
knightly task is then to move on to +5, creativity, and +6, higher ser- 
vice. For this, the would-be knights may need gurus or higher mas- 
ters to help them, people to whom the knight can become a pupil or 
apprentice. This is the highest level of mentoring possible within a 
corporate setting. Knights, in turn, can mentor masters to bring out 
their best qualities of mastery. 


Knights (+6) 


Masters (+4) 


Bulk of culture; 
people who will 
raise motivations 
if properly led 


80% 
(+1, +2, +3) 


People who 
will not raise 
motivation 


Figure 10.1 Motivational Pyramid After Cultural Shift 
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How Many Knights Are Needed? 


It is a well-known sociological law that a 10 percent minority in any 
culture begins to unsettle and change that culture. But 10 percent 
knights seems too optimistic. I would argue that if the leadership of 
an organization can contain 2-5 percent knights (paradigm-shifting 
servant leaders), and a further 10 percent masters, that culture will 
have a leadership profile sufficient to raise the motivation level of 
the whole organization from fear (—4), craving (—3), anger (—2), and 
self-assertion (—1) into the positive motivational zone of exploration 
(+1), cooperation (+2), and power-within (+3). A shift of this dimen- 
sion would be sufficient to move the culture into one that possesses 
a significant degree of spiritual capital. 

To give a profile of an organization that can produce and 
embed spiritual capital, I offer the sketch in Figure 10.1, which 
depicts an organizational change model originally presented by 
R.M. Moorthy of Motorola University. I have adapted it for my pur- 
poses here. The logic of the model is that if the top 5 percent of an 
organization are knights, and the next 10 percent masters, then a 
further 80 percent of the organizational culture will be led to raise 
their own motivations. In Moorthy’s model, there is always 5 per- 
cent at the bottom who never change. 
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Is It Still Capitalism? 


have argued throughout this book that spiritual capital is a 

vital component of sustainable capitalism, and of the sustain- 

ability of individuals and organizations functioning within an 
open, capitalist society. That has been the raison d’étre of the 
book, showing individuals how they can access, draw on, and 
embed their deepest meanings and values in their lives, families, 
communities, and organizations to ensure sustainability. But as 
capitalism traditionally has been value neutral and without a moral 
dimension, skeptics might wonder whether it would still be capital- 
ism if we added these. Wouldn’t embedding deep values and exer- 
cising moral concern for wider society constrain the freedom and 
flexibility so vital to the very essence of capitalism and an open 
society? 


Past attempts to control, constrain, or replace capitalism, all 
motivated by a desire to limit its wider excesses and to make it more 
socially responsible, have not offered encouraging results. Marxism, 
socialism, Keynesianism, and Europe’s new Third Way have all failed 
to match the dynamism and material wealth-creating abilities of free- 
market capitalism. Their accompanying social ideals have in some 
cases limited the individual and institutional freedoms necessary to 
an open society. But there is a very sound, single reason for these 
failures, the same in each case. They failed to understand the kind of 
system that an open capitalist society and economy is (they failed to 
understand its essential dynamics), and their remedial measures had 
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the unavoidable effect of further damaging the patient. They could 
not have done otherwise. 

As noted earlier, an open, capitalist society, one that is sustain- 
able and able to maintain itself and evolve into the future, is a spe- 
cial kind of entity that scientists call a complex adaptive system, or a 
self-organizing complex system. All living systems are such systems, 
including ourselves and our sustainable organizations. It is vital to 
the definition of such systems that matter and energy and informa- 
tion flow freely through them, that they are organized from the 
inside, and that they are poised at the edge of chaos—at a critical 
point far from equilibrium. 

Many familiar systems in nature are such systems—the weather, 
our planet’s ecosystem, anthills, beehives, our own bodies and 
brains. Complexity scientists have now included such systems as 
stock markets, free market economies, and open societies.! All such 
systems are dampened down or crushed by outside attempts to con- 
trol them or to make them more stable. They lose their dynamism 
and their creativity. It is like putting a man or woman in a straitjacket 
or subjecting someone to brainwashing and then demanding a free 
expression of belief. All past attempts to make capitalism more 
socially responsible were the equivalent of straitjackets, imposing 
control from the outside. 

By contrast, arguing that spiritual capital is vital to sustainable 
capitalism is based on saying that an input of values and con- 
science is a necessary ingredient of a human sustainable system’s 
own self-organizing capacities. These are not values or conscience 
dictated by somebody else. They are the deeply transpersonal val- 
ues and moral principles of the people who live and work within 
such systems. I am saying that such a system cannot maintain itself 
and evolve into the future without this input. But this input of spiri- 
tual capital that adds to the system’s self-organizing capacity is 
essentially different from any kind of outside control. It is a differ- 
ent paradigm, embodying different attitudes, assumptions, and 
action plans. 

Making it clear why this is so will enable me to sum up and tie 
together the main theme and subthemes that have run through the 
book. It will become clear what the dynamics of a human self- 
organizing complex system are, why these require spiritual intelli- 
gence to give an input of spiritual capital, why knights and masters 
play such a vital role, and why spiritual capital is vital to the sus- 
tainability of individuals, organizations, and an open capitalist 
society. 
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Dynamics of a Human Complex 
Adaptive System 


Natural and living systems can exist in one of four states: closed 
systems, steady-state systems, complex adaptive systems, and tur- 
bulence (chaos). In their human equivalents, the first three of these 
states all require that the system has material capital (raw materi- 
als), social capital (relationships, community customs, and institu- 
tions), and spiritual capital (meaning, values, purpose). No human 
system can be sustainable without all three kinds of capital. 

A closed system is essentially like one of those large glass vases 
filled with plants and topped with a cork. The earth, original mois- 
ture and nutrients from the soil, the oxygen and carbon dioxide 
trapped in the air, and light passing through the vase, allow a self- 
sustaining photosynthesis for at least a season’s life cycle. A pond in 
a field is another such system, though slightly more complex 
because it may maintain a symbiotic balance between plants and 
some fish, between rain and evaporation. Closed systems just recy- 
cle their input and output and nothing really changes. 

The human equivalent of a closed system is a small community 
in an agrarian society, dominant in preindustrial times and still 
sometimes present today in communities like those of the Amish or 
other sects who choose to live apart from society. The material capi- 
tal of such a community is taken from the earth and turned into recy- 
clable things needed by the population—food, clothing, tools, and 
the like. The spiritual capital of the community is drawn from its 
unchanging belief system and embedded as social capital in the com- 
munity through tradition. Such communities do not evolve, and they 
are closed to the outside world. 

The second state a natural and living system can be in is a 
steady state. If the glass vase has its cork removed, or the pond has 
a small stream flowing out of it, the system is now somewhat open to 
the environment. It will need a steady input to balance its steady out- 
put. The stream flowing out of the pond will in turn carve out some 
banks for itself, but these will remain pretty much the same over the 
years. The steady-state system has some movement and some 
inward and outward flow, but it is in balance. Everything in the sys- 
tem is balanced and predictable. 

The human equivalent of a steady-state system is a traditional 
society like Nepal was in the year 2000, before the events that made 
things begin to unravel there. Some Nepalis traveled outside the 
system, and some tourists came in. Some material needs were 
imported, and some products exported. An ethnically mixed popula- 
tion drew on the spiritual capital of several belief systems, but these 
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were long-held, nonproselytizing, and unchanging beliefs, and they 
managed to live amicably side by side. The community’s spiritual 
capital was invested in social capital represented by strong social 
and cultural traditions that guided the lives of the vast majority of 
people, while allowing a few artists and writers to be creative within 
the familiar boundaries of tradition. In both the closed system and 
the steady-state system, the spiritual capital of the system is static 
and passive. It has been received from elders or the culture at large 
rather than being created by spiritual intelligence. 

The “traditional family” and those “family values” that conserva- 
tive public figures often long for us to return to are ideals of a 
steady-state system in balance, where there is some inward and out- 
ward flow but relationships, roles, and behavior remain traditional 
and largely predictable. Adam Smith and the early capitalist thinkers 
modeled their ideas of a free market economy on the steady state, 
but change is now too rapid for this model to apply. 

Nepal, and other such traditional societies, have remained in a 
state of equilibrium for centuries or even millennia, but modernity is 
pressing in on them and most—Nepal not least among them—show 
signs of movement toward one of the two last states that a system 
can get into: turbulence or self-organizing complexity. 

A stream flowing toward the sea is an open system in a steady 
state, but because of its openness it can meet conditions that disturb 
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Figure 11.1 Progression of States in a Natural System 
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its equilibrium. Other streams join it, to increase the flow and jointly 
become a river. Sometimes the river meets obstructions—the banks 
are too narrow for the current flow, or rocks or pieces of wood block 
the water. The river can no longer remain in a steady state. As illus- 
trated in Figure 11.1, sometimes it now breaks into turbulence 
(chaos, white water), sometimes into whirlpools. Both are states far 
from equilibrium (stability). 

Turbulence is just turbulence, and there is little we can do with 
it. It signifies a system that has disintegrated. We all know what it 
looks like in water. The human equivalent is a state of anarchy. 

The whirlpools that form in rivers when their flow increases are 
one of nature’s simplest complex adaptive systems. They have a 
steady input of material and energy that gets self-organized into a 
persisting pattern poised far from equilibrium (at the edge of chaos). 
The material (water molecules) and energy constantly flow through 
the pattern, but the pattern holds its slowly evolving form. Figure 11.2 
illustrates a similar complex adaptive system that is creative and 
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constantly adapting to an open future, made up of the forces of soci- 
ety and culture. 

The human equivalent of a complex adaptive system is any open, 
modern democratic society with an externally free capitalist econ- 
omy. In such open societies and economies, the material capital 
flowing into the system is still natural resources, augmented by 
human intelligence and information. The society’s social capital is its 
essentially persisting but constantly evolving structure—its relation- 
ships, customs, mores, institutions, and the like. But the system’s 
spiritual capital must now flow from an active spiritual intelligence 
that can constantly rearticulate abiding values and purposes or cre- 
ate new values and purposes. This can arise only from a critical 
mass of individuals in the society constantly re-creating themselves 
and being strong enough to live at the edge of chaos. A more static, 
passive spiritual capital based on fixed, inherited belief systems 
could not supply the creative energy flow that such systems require 
to maintain themselves so far from equilibrium. A complex adaptive 
system with no input of spiritual capital, or with exhausted spiritual 
capital, will disintegrate. That is, it will break into turbulence, or 
anarchy. This has happened at least once before in human history. 

The Roman Empire is widely judged to have failed because its 
spiritual capital (spiritual driving force) became exhausted. The 
gods of the institutionalized Roman religions were threatened by ris- 
ing Christianity. The citizens of Rome lost touch with deeper values 
and purposes, giving themselves over to a lifetime of “bread and cir- 
cuses.” Men could no longer bother to join the empire’s army, and 
barbarians were employed as mercenaries to fight Rome’s battles. 
The barbarians eventually took over and the empire disintegrated. In 
his Study of History, the great British historian Arnold Toynbee 
traced the rise and fall of twenty such civilizations, in each case 
attributing their disintegration to an exhaustion of their spiritual 
vision (that is, exhaustion of spiritual capital).? 


The Phase Change of Early Capitalism 


When a system moves from one state to another, scientists call it a 
phase change. A simple such phase change is when water turns into 
ice or steam. When a human system moves from a steady state at 
equilibrium (a traditional society) to a complex adaptive state 
poised far from equilibrium (a modern society), this, too, is a phase 
change. I believe that the rise of capitalism in the eighteenth century, 
coupled with the Industrial Revolution, was such a phase change and 
that the complex adaptive system thereby created persisted until 
the twentieth century. 


Is IT STILL CAPITALISM? 153 


Early capitalism’s phase change was powered by the rush of 
energy pumped into society by the scientific revolution and the rise 
of Protestantism, though of course it spread to Catholic countries as 
well.2 The steady river of Medieval society could no longer hold its 
banks. New material capital was driven into the system by the Indus- 
trial Revolution, new spiritual capital by the spread of a dynamic and 
work-centered Protestantism, and new social capital grew as the 
institutions of Enlightenment democracy flourished. America was 
born, and Europe modernized. The combination produced a com- 
plex self-organizing society, always poised at the edge of chaos, but 
generating unparalleled wealth and creativity for two centuries. 

The twentieth century saw increasing chaos and instability—the 
two world wars, the sapping of Enlightenment ideals, the slow disap- 
pearance of Christianity from most people’s lives and of its values 
from society as a whole, the disintegration of families, communities, 
and relationships, the rise of greed, materialism, and selfishness, 
the information revolution, globalization, and the diminution of 
the nation state. It was in this century that capitalism became a self- 
consuming monster, exhausting its own social and spiritual capital. 
As we enter the twenty-first century, we even see the potential 
exhaustion of capitalism’s material capital. At this point, Western 
society’s “flow” has reached another bifurcation point. The banks of 
the river no longer hold. In the inevitable phase change, we can spin 
off into disintegrating turbulence, or we can become a new complex 
adaptive system. 

This cheekily brief romp through the past century brings me full 
circle in the book. If we are again to have sustainable capitalism, 
functioning as anew complex adaptive system, we must use our spir- 
itual intelligence to access fundamental human meanings and values 
and to give them new life in a recreated form. A critical mass of us, 
the roughly 15 percent knights and masters who can live at the edge 
of chaos, will channel new energy (spiritual capital) into a new vor- 
tex of evolving, self-organizing structures and relationships that will 
form the new social capital of our future. In our organizations, the 
flow of energy through the structures of this system will look some- 
thing like Figure 11.3. 


What Can “I” Do? 


Just as I was finishing this book, I had lunch with a senior human 
resources executive, a woman from a major Swiss bank. We spoke 
about spiritual intelligence and spiritual capital, and she described 
how she had sought to use and build these in her private life. To 
develop her own inner life she was practicing yoga, chi gong, and 
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meditation on a regular basis. She read thought-provoking books and 
listened to good music. She was not religious, but she had high ideals 
and a strong sense that she wanted her life to make a difference. 

“But what can I do?” she pleaded. “What can I do to make the 
world a better place? Should I change my job and work with an aid 
agency in Africa?” I told her the story of Peter K., a man who had 
attended one of my spiritual intelligence workshops. 

Peter was an Anglo-Indian in his early forties. He was married, 
had two teenage children, a son and a daughter, and worked as the 
senior purchasing manager for a large computer company in Britain. 
He described himself as having been “uptight,” reluctant to show his 
emotions, and somewhat irascible and impatient with his colleagues 
and subordinates at work. Before attending the seminar, he had 
never particularly reflected on his deepest values and aspirations, 
preferring to avoid topics that might leave him uncomfortable. 

As part of the seminar work, all participants were asked to think 
about what they valued most in life, what they would like to be 
remembered for, and what difference they would like to make in 
their own world if they could. We studied and discussed the twelve 
transformational principles of spiritual intelligence, and at the end of 
the seminar I asked each person to choose two or three of these 
principles to make two personal pledges: a change in behavior that 
to make at home, and a change in behavior to take into their working 
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lives. The group was scheduled to meet again for a follow-up session 
six weeks later. 

When we gathered for the follow-up, Peter was anxious to talk 
about his pledges and their effect. He said he had decided that he 
had to become more vision and value led by trying to live more in 
terms of what he deeply valued. He felt that his life had been lacking 
in compassion and in spontaneity. These three principles had 
formed the basis for selecting his two pledges. 

At home, Peter decided to talk to his sixteen-year-old son. He 
and the boy had had a strained relationship, and Peter had just let 
this go leaving the boy to spend most of his time alone in his bed- 
room. “I didn’t feel that I knew my son, nor that he knew me,” he 
said. After taking his home vow, Peter went to his son’s room, spoke 
openly and frankly about how their distance bothered him, con- 
fessed that he hadn’t made all the effort he could, and spent an hour 
or two discussing his son’s current interests. The two ended embrac- 
ing and telling each other of their mutual love. This meeting 
improved Peter’s relationship with his son, and brought added 
energy to the family as a whole. 

At work, Peter vowed to be more patient, to show more of his 
feelings, and to become a better listener. “I wanted people who 
worked with me to feel more relaxed and more free to express their 
diverse opinions. I wanted them to feel free to be more spontaneous 
around me.” To make this new work posture more likely, Peter com- 
mitted himself to ten minutes of meditation at the end of each work- 
ing day. Six weeks later, he said that his wife found him more at 
peace with himself and much easier to live with at home. Colleagues 
at work described him as a changed person with whom it was much 
easier to be themselves. 

In six short weeks, simply by beginning with an honest assess- 
ment of what he really valued in life (family and relationships), Peter 
had become a knight on a small scale. His willingness to make pledges 
about how to live these values had led him to bring some energy of 
spiritual capital into both his home and his workplace. He was not ina 
position to change the whole direction of his company, but by chang- 
ing himself he had changed the lives of several people close to him. If 
these people “pass it forward,” they may achieve that critical mass 
necessary to change the organization within which they work. 

So I return here, at the end, to where I began, with the thought 
from Jung that inspired this book: “In our most private and subjec- 
tive lives we are not only the passive witnesses of our age, its suffer- 
ers, but also its makers. We make our own epoch.” To live our lives 
on the scale of epoch making, it is not necessary to be president of 
the United States, CEO of a vast global enterprise, or even an aid 
worker in Africa. We just have to stay true to our own deepest ideals 
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and values and make what difference we can, at whatever level we 
operate in life. These words from Mother Teresa—which I found in 
an old and obscure Nepali educational newsletter—may inspire us 
along the way. 


People are often unreasonable, illogical and 

self-centred. Forgive them anyway. 

If you are kind, people may accuse you of selfish 

ulterior motives. Be kind anyway. 

If you are successful, you will win some false friends 

and some true enemies. Succeed anyway. 

If you are honest and frank, people may cheat you. 

Be honest and frank anyway. 

What you spend years building, 

someone may destroy overnight. Build anyway. 

If you find serenity and happiness, 

people may be jealous. Be happy anyway. 

The good you do today, people will 

often forget tomorrow. Do good anyway. 

Give the world the best you have, and it may never 

be enough. But give the world the best you have anyway. 

You see, in the final analysis, it is all between you 

and God; it was never between you and them anyway. 
—NMother Teresa 
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